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SUMMARY 01; SBJMMAKBLS 

Cdumdnce Regiondl Development 
Bdkel Srndll i i I ~gdied P ~ r i m e l e r l  
Sine Sdlourn R u i d  Hedlth Cdre 
YMCAIOR I Youth Job Ikvelopment 
Ndtlondl Pidn for Ldnd IJre 

dnd Development 
Fdmily Hedlth m d  Populdiion 
ENEA R u r d  Mdndgement ? rdining 
Corn~nun~ty  & itntei pi ire Development 
Agricultui~l  PI v d u ~ t ~ o n  Suppol t 
IrrlgdtlOn & W d k r  Mdndgment  1 



The project wmmarles descr~be some of the projects implemented by USAIDISenegd dunng the 
past twenty years Thew, prolect\ hdve all been completed and evaluated Actlve, on-gomg 
projects die not ~ncluded In theqe projects summaries, they dre described in the document entitled 
"Overview of the Cull ent USAlD Program m Senegdl " 

A\ tor the Hijtory of  USI\ID/Senegdi, of w h ~ h  th15 do~ument ~onshtute(i Volume [ I ,  the Proje~t 
Surnmdnes dre written prtrndI 11y to1 the use of development piofessiondh, rdther thdn for thc 
non-spec~dized geneid publ~c Ench P~olect Su~n~ndry contdlns tive sectlorn 

Project Title dnd Number Project Durdtion (Flscdl Years In whlch the prolect 
begdn dnd ended) I otdl Cojt of P~qec t  In in~llions of dollars (expenditu~es, lJS 
~ontr~but~on only) Sour~es used tor the prepdrdtion of the project sulnlndry 

O Prqect Dew~pt~on,  bdsed on the descrtptm given in pdst overviews of the 
USAID pr ogrdln ln Senegdl 

e I rnplementdtlon Expel ience, describ~ng project implementdtion, dnd rndjor 
consb dmts dnd pi ohlem', encountered during project design dnd ~tnplementdtion 
Thl\ \ection 1s bdsed on the source documents descnbed In the first sect~on 
mdependent f-indl evdluatlon I epo1 ts, USAlD/Senegdl PI oject Assistdnce 
Complet~on Repoks (PACRs), USAIDIWdsh~ngton Speclal Stud~es and EvdludtiOn 
Reports, etc 

9 Ploject Accoinpl~shments Th15 section is hdsed on the source document\ 
described in the first sectlon 

O Leswm Ledrned This section n bd~ed on the source documents descnbed In the 
first se~tlon 

All the souice documents used for the prepdldtlon at  these Project Summdi les dle d~dlldbk In 

e)SAID/Senegdl Do~urnentdtlon Centel 

Specldl dttentlon hd5 been given to the sections on Implementdtion Experience and Lesson? 
Learned, ds they dre mednt to convey info~rndt~on thdt mdy be useful to1 tuture ploject dctlvit~es 
constrdintj, dtt~tudes, recurrent problems, event',, mlstdkes mdde In pdst deslgn dnd 
~mplementrtion ot projects, etc 

Only essentidl ~ntormdt~on 1s glven, ds tlghtly "pdcked" ds possible Yet, these two sections are 
sometme\ lengthy becduw of the ~olnplexity of the plalect, the wealth of lnforrnat~on obtd~ned, 
the unusudl utudt~on\ encountertd, o r  the Ilkellhood thdt WudtmnS \lmfldr to thme dexnbed w ~ l l  
be WKOuntf3 ed dgdln 



SUMMARY OF SlJMMAKIES 

The sectrons on Implementdtion Experience m d  Lessons Lcdrned of the Prolcct Surnmdrw, show 
that, over the years, the same mistakes, the wne wedkne\w keep corning up in project design 
dnd lmplementdt~on Here are the most recurrent ones 

Wrong dwmpttons dt the project design {t'ige, based o n  unchecked, errontous, 
outddted or unrelidhle informdtion dnd ddta 

Overly drnblttou$, unredhtlc, overly compleu project d t s ~ g n  Undtrtuncl~ng 

Overe(;timdtmn of implement~ng agency's cdpblllty to c t f~c t~ve ly  mdndge dnd 
implement the project Wrong ~ h o t c e  ot ~mplernent~ng agency 

Complex project management and implement~t~on structure 

Slow \tart-up ot project due to contrdctrng p~obltms,  e y c l d l l y  unde~ the Host 
Country contrdcting procedure 

Poor wperv iwn and monitoring by p r q e ~ t  mdndger~, ~rnplernentor(;, dnd US AID 
Poor pldnrung 

Devia t~on during project lmplementdt~on from Project Pdper m d / o r  Grant 
Agreement project term., 

Poor coordindtton dnd cooperdtlon dmong prolect mdndgtn dnd 1mpIementor5 
Conflictmg understdnd~ngs, dmong poject pdrtnci s, of t h w  respectwe roles m d  
of project oblectwec 

Informdtron dnd ddtd produced by project not \hdrtd, not used 



3 

PROJECT SUMMARY -- 

CASAMANCE REGIONAL DEVbLOPMENT 685-0205 
Pro~ect Durdt~on FY 78 - FY 86 
7 otdl Cost of Project $21 4 mllllon 

Source USAlD/Senegdl Program Overview, Mdy' 1984 
Drdtt Evdludtion Report, un~dentllied author, Mdy 1986 

PROJECT DESCRIP I ION 

The purpose of the prolect wds tu Increbse d~mculturdl productJon in the Lower Casamdnce by 
5trengthenlng the reg~ondl development dgency (SOM WAC) wlth its extension arm (PIDAC), 
dnd by linbng thls work to on-ilte experlmentdt~on and trldls conducted by the ndtional 
dgricultural i esedrch organmtlon (ERA) 

USAID prov~ded technlcdl, mdteridl, dnd findncd support to dl1 three orgdnlzdttons PIDAC 
worked wlth locdl tdirners on the11 rice, corn, pednut and mlllet crops (dunng the 1982-83 
d~mcuIturd1 {edson, PIDAC worked w~th 62,000 farmers on 3,985 hd of m e ,  1,763 hd of corn, 
6,617 hd ot peanut\, dnd 3,264 hd of millet) The ISRA resedlch stLtt~on ~ t t  Dj~bdlor, which 
concentrdted In the pdst on r m ,  expdnded ~ t \  progrdm to ~nclude other crop\ dnd to cdrry out 
fdl lnlng sy(;tem$ rewdr~h 

1 he project estdbl~\hed d sted h im of 20 hd In 1981 Other project dctlvlhes lnciuded \etting 
up d l~terdcy p~ogrdrn to tidrn idrnicr gioup to mdndge fdim input\ and credrt, constructmg 
villdge dnd zone warehouses d$ well ds sdlt bdrrler dlkes, survey~ng the health impact of the 
Guldel ddrn under construct~on by the Aklcdn Development Bank, \tudymg the \om-economlc 
role of women In the Lower Cdsdmdnce, providing villdge hedlth care, and constructing a 
trdming centel, ldbordt01le5, dnd other tdc~htle\ tor SOM'IVAC, PIDAC, dnd iSRA 

IMPLEMENTATION EXPEKiEPJCE. 

Project ~rnplementdt~on hdd d \low stdrt grdnt dgreement ugned in Augwt 1978, rnst~tutiondl 
contrdct for techn~cd d\$l\tmce s~gned ln Augwt 1981 

The first project evdludtwn (July 1981) noted thdt baic dssurnptions descnhed m the Prolect 
Pdper (PP) presented dn ove~ly optimisbc view of the development potenbal ot the Lower 
Ca~amance, dnd thdt the PP had not glven enough dttentlon to the highly s~gnificant decredbe In 
totdl rdlntdll, m d  the vdlylng qudhty of \oil\, a\ constrdlnt5 for dgrl~ulturdl development 

Project experlence confirmed the dbove find~ng\ the PP assumptxm fd lkd  to tdce mto 



consideratton the rmpllcations of the changed rarnfdll pattern for dgrt~ulturdl production, 
particuldrly tor the expdnslon ot transplanted nce productron The PP also assumed "ex~s?rng 
proven prductlon pdckages" reddy for extenmn These pd~kdges d ~ d  not exrst for the Lower 
Casdrndnce tdrming zone$, dnd rt wa3 only In the last three yea? of the project thnt suhstantrdl 
effort could be made In the area of dgrlculturdl extension dctlv~tles 

Experience demonstrated thdt it was not necewiiy to findnce d PIDAC seed fa-m rn order to 
hdve htgh qunlity wed tor d~rtrlbutlon to farmers Seed multrpl~cdtron wds obtdmed through 
contrdcts wrth tndrvidual farmers 

I he hedlth component outlrned In the PP hdd to be recleugned, d\ 11 wd\ determined thdt the 
piopmed dpprodch duplrcdted the planned dcttv~t~ec, of othu dgcncles wch d\ UNlCEr 1 h ~ s  
component was eventudly \Luted In the fall of 1983 

The PP in\titutlondl dndlym overest~mdted the cdpabll~ty of tht pt inupdl ho\t country 
~mplementmg dgencles to manage dnd r mplernent the project SOM I V ACY/PI DAC dld not hdve 
the c~pabdity to functlon effectively Thi\ con$tl,ilnt had sel rous negdtrvc ~mpl~cdtrons In projtct 
~mplementatron md, d\ a consequence, USAID hdd to dcvote wb,tdntlal tlme to project 
mpiernentatron 

I he PACD hdd to be extended three tune$ 

PROJECT ACCOMPLISHMENTS 

- Technical packdgeq well defined As d rewit ot applied rcsedrch, coupled wtth 
PlDAC field experieme, farmers were able to get incred5ed yleldq tor rice, corn, dnd millet 

- Increased vegetable produchon as result of rrrrgdtlon obtdlned trom hand dug well? 
A hdnd pump co\tlng approximately $75, which can be consttucttd dnd r epdlred locally, wd5 
mtroduced by the project Increased vegetdbk productron wds dlso the re~ult of an mtenwc 
Lropprng program u w g  redud1 moisture found in tht 50l l  after the rdmy \ w o n  

- Succes~ful program developed tor the multrpl~cdtlon ot rrnproved vmttres of seeds 
through contract? wlth rndrvidual fdrmers 

- Succeseful pnmary school agr~culturdl program whrch endbled student? to earn money 
to cover the needs of the school It al\o provided an oppor tunlty to expose ~ecept~ve young 
people to the appropriate u$e of terttlizer, new vanehe3 ot seeds m d  rmproved methods of 
tdr ln i ng 

- Succeseful credlt program whlch provlded lodns lo rndrvrdudl fdrmers to ohtam Inputs 



which helped inciedse ~ ~ I I C U ~ ~ U I  dl pioduct~on All lodn repdyments were d e p u t e d  in an dccount 
which wclr wed to tindnce new l o d m  diter project complehon 

I 

- Srndli dnti-sdlt dike3 budt, which protected nce  idnds, stored wdter of Idlny s e d m  dnd 
dllowed the wdter tdble to rise 

- W I I> D i v ~ w n  c$tdbir\herl by PI DAC to I dise consciousness of host country prolect 
mdndgers concelning the pdrtrcipdtrcm of women In the project A5 d result ot the work o f  
fern& v~lldge dgents 45 women'$ jtc tions were orgdnizd with~n vdldge producer group, which 
endbled women to pdnlclpdte In project wpported dctlvitles 

- Self wpporling l~terdcy progrdm in locdi ldngudge 4tdrted Text mdtel id1 used lo 
I ernforct technrc dl themes (dppropr ~d te  weedlng, mportdnce of cledn wdler, etc ) Llterd~y 
p i o g d n ~  dlw piovlded tunctiondl hdining to the Prewknts dnd Secretdries of farmers' groups 
In b d s ~  bookkeeping for the c r e J ~ t  progrdrn 

- LdbOrdtOry constructed to conduct blood dnd unne tests reldtmg to water-borne 
disedses Study of the populdtion in the Guide1 darn dled underkiken to determ~ne effect of ddm 
In wdter-borne d i r edw 

- Ag~iculturdl e x t e n w n  dgents trdined to deliver bdslc hedlth i n e w g e s  on better 
nutrition, mproved $dnltdtron pi dctr~e\  dnd ordl rehydrdtion therdpy 

- Self suppol tmg vilidge phdrmdcies orgdnized 

- Additrondl purchdsrng duthoiity obtdirled fo1 SOMIVAC Funchondf dutonomy 
obtdmed tor PiDAC 

- Methodology developed for SOMIVAC to evdludte impact o t  extension dgencies such 
ds FIDAC Relidble \ y W n  developed for the collection of dgriculturdl stitlst~cs 

LESSONS LEARNJ4J 

I Any future dctiv~ty in Lower Cdsd~nance must tdke lnto considerdbon changed rdlntdll 
pattern, problem of salt mtrusion, dnd v d  ying qual~ty of sods Water mdnagement should be 
d pnor~ty  for future project dct~vity 

2 Important fdcto15 t h d  mpdct on ho\t country mplementing agency'\ ~mtltutlonaI 
development and db111ty to ~ d n y  out prolect implementatmn (a) dbility to tdke ~rnplementatron 



declslons, and to orderlrecelve commod~tles, In a t~mely f-dsh~on, (b) f tnmcldl dccountmg system 
nnd ~nventory \y$tem meetlng USAID stdnddrds, dnd (c) rdtlng \ystcrn In pidce to evdludte dnd 
dct upon lob performdnce of host country employee\ 

3 Above requirement? chould he rn place betole prolect implementdtron {tdrtr 
Accordrngly, project d e q g  qhould provrde for " pre-I tnple~ntnt,it~on" t e ~  h n i d  d 5 5 1 W - i ~ ~  



7 

PKOJEC SUMMARY 

BAKEL SMALL IRRIGA'B ED PERIMETERS 685-0208 
Project Dur &on FY 77 - FY 86 
Total Cost of Project $7 8 mllron 

Soul ce U '3A 1 DISenegd Prog~ dm Overviews, Febr ud~y 1982lMdy 1984 
AID Evdhdtl0iI Specldl Study No 34, December 1985 

PROJECT DESCRIPI ION 

The prolect purpose wdi to tntroduce technologies of irngdted culture In 23 villdges dong the 
Senegal Rlver In the Bake1 dred, and to demonstrate the technical and economic feastbll~ty ot 
irrrgatron Prolect outputs lncluded introduction of ~mproved prdctlces for dryland crops, 
development of 1,800 hectdres of irrlgdted smdll perrmeters In 23 villages, and ~mproved 
undeistdndmg of the a~ed's he& i~tudhon The ploject strategy was to budd on the efforts 
dlready begun by fdrmers to initdll smdll Irrigated perrmeters by dssistrng Soclete' 
6 
FalCine (SAED), the Goveinment llnplementmg dgency, to supply fdlmers wlth necessdry 
guidance, Inputs, and extenvon \el vim, wh~le tdrmers supply ldbor to develop the permeters 

The hedlth compontnt wd5 to help the populdtwn credte d hedthier environment by tedching 
techniques of bmc health m e  dnd monltor ing wdter systems Secoumtes (first-ard men) were 
to stdf hedlth huts under the iuperviwn of nurses The huts prov~ded bdw rnecbcmes dnd first 
did They wele to l x  self-supporting The poject wds dlso to fund a survey of wdtel-related 
dliedses In the vllldges 

IMPLEMENTATION EXPERIENCE 

Very M e  mtoi mdtion wds included in the Prolect Pdper regardrng the strdtegies tor improving 

dryldnd dg~culture Resealch, eutenslon, and t~dining dct~vitres m dryland dgrlculture nevei 
redly got underwdy 

Prolect rmplementdt~on wa\ not trouble-tree CIDR, d French NGO or~g~ndly  contrdcted by 
USAIDISenegdl to provide technlcdl dwstdnce, left dfter approximately one yedr because of d 

dispute over sdlary levels, the project wds wlthout techn~cd dssistance for d full year before d 

U S contrator wd\ brought In Duling the Interm, SAED contrnued its progrdm, w~th  



SAED technlcal performdnce wdl; uneven in these edrly yew, fnltul topogrdphlc dnd soil 
stud~ec were poorly done, SAED had difficulty getting bulldozers dnd othtr equipment to Bakel 
to level ldnd so thdt fdrmers could budd d ~ k e s  dnd cdndls I he f m n t r s  thu\ constructed these 
works dccoidmg to their own pldns, creating problems dnd dddlt~ondl lebulld~ng costs Pumps 
dnd spdre pdrts were undvd~ldble when needed, the fuel supply w,lr errdl~c, dnd fruttrdtions wtre 
gredt 

Reldtwns between SAED dnd the fcirmers were dl40 strdlned, essentl,illy heause  the tdrmers, 
who had ultimate reqmnctbillty for the mandgement of the 11 1 lgdted pel ~rnttcrs, were offered few 
Incentives to do so For example, under the terms of t h e ~ r  contrdct w ~ t h  SAkD, the fdrmert 
were to yell to  SAED all of the p toduct~on surplus not used for the t a ~  mert domest~c  
consumptron, prrces were yet by the GOS, generally well below the pardliel market prlce3 pdid 
In Mauntmid o r  Mdli, particularly for nce Not surpr ~singly, qudntltiet of rice kept by the 
farmers for their "domestrc consumpbon" rose substantidlly to the detriment of qudntltles told 
to SAED 

Other mnhdps occurred, dnd the ritt between SAED dnd the fdrmett grew to the po~nt  thdt 
tamers  decded not to work w ~ t h  SAED Each pdrty dccused tht o the~  of not llvlng up to ~ t s  
contrdctudl oblrgdtlon5 The dtspute wds tdken to hlgher level duthorltw to no dvdil Flndlly, 
the implementdt~on by SAED of its new decentrdlizdt~on policy, dnd the dctions of d newly 
dppolnted, energetic, director of SAED In Bdkel, helped give d new s t a t  to the SAED-fdrmer 
reldtion\hip By 1985, at a bme of poor rdtns, dl1 seemed comm~tted to mdklng mga ted  
dgrlculture In Bakel work w ~ t h  a mmmum of stram 

A5 pdrt of ~ t s  new approach, SAED lncredqed rts wpport to v~llagcr\ In thelr efforts towdrdt 
diveruficdtlon A Pedce Corps Volunteer wds reciu~ted to work with villages In f ~ u ~ t  tree 
cultivdtron, pnmdnly bananas dnd gudvay tkmonstrdtlon fdrm personnel, notdbly the Amencdn 
dgronomrst, worked with women and youth groups in vegetdble gal denmg The fdrm undertook 
tridls in irngdted maize and sorghum, in ddd~tlon to rlce tridh An Americdn ddv~sor posted in 
SAED/St LOUIS worked on sevelal ldbor-5dvlng devices, ~ncludmg rlce decorticdto~s These 
related actwtres, many of whlch were done on technlcidns' penondl tlme, helped enhdnce 
SAED's new Image In Bake1 

4 Health Service5 and Surve~lldnce 

The hedlth component was tredted d\ d sepdrdte component, under ttpardte mdndgement ,it the 
ndtional and locdl leveh It way to estdblish vdldge health huts In the 21 v~llages under the 
duspices of the Minishy of Hedlth (MOH), with &dined secouriste5 (villdge health workers) and 
midwlves supervised by vdldge hedlth co~nmittees operdting smdll first d ~ d  phdrmdcies on d 

revolvtng fund bas$ 



By December 1980, 17 villdges hdd hedlth w o ~ k e ~ s  operdtrng pharmdcles Mdnagemenl dnd 
supervision of these people wds f-rdught with problems, ds Bake1 1s fdr from MOH reglonnl 
heddqudrtels Problems I cldting to supply Imes f o ~  phdrm~ceuticdl products dnd the r eldtlonshlp 
between Bdkel district dct~v~ties dnd the regiondl hedlth duthorlties were not resolved untd ldte 
1982, when mdndgement wd\ moved to Bakel By 1985 the health workers and midwtves were 
reportedly st111 In pldce dnd workmg, dlthough the phdrmdcleq were not expected to cover co\ts 

The hedlth surve11Idnce dctwty wdc; run rndependently out of Dakar Unwerslty's Department of 
Paas~tology dnd the Natlondl Cdmpdign Agarnst Pardsites The head of both of these ent&es 
was the sdme well-qudllfied Senegdlese doctor, so coordmation was not a problem From 1980 
to 1983, tedms were fielded, baselme studres were undertaken, incidence of sch~stosomldsl~ dnd 
other drseases monitoied dnd t~eated, dnd ldboratory technrcldns were trdlned dnd equipped to 
contmue wrveillance Thl\ component was d~screte and slmple to manage, dnd ~t acheved ~ t s  
objective(; 

5 The Soldr Pump 

In edrly 1978 d new purpose wds ndded to the project to test the feaablhty of usmg d \oldr 
pump for rrr~gdt~on purposes The idea for this new component grew out of a series oi 
dlicwsioni held among vdnous pd~ile\ In Senegal, Frdnce, m d  the U S The pump wds 
devgned to prov~de enough wdte~ to irngdte 200 hectdre\ In cooperdtlon wlth the French 
Government dnd DGRST, the Senegalese orgmzdtion for screnQflc lesexch, a pototype wldr 
pumping stdtion wd5 rnstdlled nedr Bdkel By 1982 ~t wds conceded thdt it would be dble to 
~rrigdte only 32 hectdre5 dt top eiticrency, dnd m eddy 1983 dl1 work cedwd on the pump 

Bdbed on positive results of a 2-yedi etfort rn the Ddgdna and Podor lrngated penmeters, rn 1982 
the pioject took on d v~lldge f~sh  ponds component The rdtiondle behlnd the component was thdt 
since wdter W ~ S  bemg pumped f-rom the river for Irngdtron, some of ~t could be used to malntarn 
the ponds dnd prov~de fish tor consumpt~on dnd Income in the vrllages The ponds were to be 
managed by the exrsting irrrgdtion proupements, which would be dsslsted by Pedce Corps 
Volunteerc; (PCV5) The fish in the Senegdl Rrver hdd never regamed the~r pre-drought number, 
dnd the fish pond\ would meet dn expressed need of the people 

The progidm wds lnitidted In colidbordtlon with the GOS Depdrtment of Wdter dnd Fo~est,, rdther 
thdn w~th SAED, but mdndgement wds \h~Fted to SAED In March 1983 The propdm actudlly 
covered the whole Senegal Rlver Valley, horn the delta to Bakel Thee  PCVs worked In the 
Bdkel dred, dnd two  form^^ PCV5 were conbdcted by USAIDISenegal to oversee the work By 
ldte 1983, 12 village pond5 were under consbuctron ln the Bakel permeters, each cdpdble ot 
ploducmg 2-4 ton5 of  fi \h per yedl 

By m~d-1985 t h ~  co~nponent wd5 to be picked up by Catholic Rellef Serv~ces At that tnne the 
p~ogrdm counted fwe operdt~ondl h h  pond\, although none had yet had a harvest, problems clted 



~ncluded poorly bred fingerlrngq, vtmg of ponds on porous sod, ldck ot rntere5t by the vrlldgers, 
dnd vrllager tendency to eat the fish too rwn A new group of PCV5 wdj cheduled to arrive 
In July 1985 for trdining and eventudl placement, dnd some wele targeted for Bdkel Becduse 
of ruccer\ dt other rrtes, the progrdm war to be contmued 

PROJECT ACCOMPLISHMENTS 

Although the project met only 50 percent of its qudntltdtlve output objcct~vej, the purpose of 
~ntroducrng the technology wdr certdrnly dchieved 

Agrrculture progrdms were dctive in 25 vrlldges A totdl of 3,500  tdrmcrs were orgdnlzed ~nto 
28 v~lldge-level groupements Over 900 hectdrec; were ~rr~gdlcd, w~th dn dvtrdgt yreld of 4 ton$ 
of rice per hectare recorded In some dreds (see "Project Revivted" below) 

The project constructed dn operatiom base nedr Bakel thdt lncluded d guest house, equipment 
repdir center, part\ stockroom, office\, conference rooms, nnd dpdrtment for 5tdff A 
demonstrdtlon farm conducted applied re\earch, produced \eed, dnd provrded extenwn wrvlces 
to fnrmerr In ctmperdtlon wrth Peace Gorp, fish culture w,is ~ntroduccd 

The project trained or rmproved the skrll\ of most tdr mcr\ pdrt~clpdtmg In 11 r~gated dgr ~cultu~e 
rn the project zone through d \ener of crop production workshops In vllldges dnd visits by the 
fdimerr to the demonstrdbon fdrm In ddditlon, tidmng wds plov~citd to SAED mechdnm 
(pump repdir and mdintenance), villdge pump operator$, e t ~  , dnd to 4 long-term students writ 
to the U S to c;tudy dgronomy, dgriculturdl management, dnd dgncultui dl engineering 

LESSONS LEARNED 

1 Prolectr; ~hould cdrefully drresr socro-~ulturdl dnd econoinrc c h , ~  dcterlstlcs ot d tdrget 
populdtron durrng project derlgn A project conwiei mg ~nt~oduct~on of nLw technology rndy bc 
more crucces\hl rt rt rtdrtr In dn dred where people dl c morc. opcn nnd hdvc cxperlcnce outwlr 
ot d vrlhge or dred 

2 A project mandgement strategy will be more etfectrve ~f ~t fosters locdl pdrtlcrpdtron 
in management decwons dnd permlts local organrzdtions to build on rnd~gcnous stiuctu~es dnd 
prdctice~ In the area Allowlng the organizahon to choose tts own ofticers dnd mdndgement 
style, for example, wrll foster organ~zdtlondl, and hence project, \u$td~ndb~l~ty 

3 Appropriate government pollcy chdnger mdy be neceswy to endbk tdrget populdtion\ 
to pdrticrpdte effectrvely In project de~irron-mdk~ng Although d pr o p t  m y  Ix pertormng well 
In the field, incentrver mdy be ~neffectlve for project $u',tdrndbll~ly ~f ndt~ondl or rcg~ondl 
polic~es (e g , pnclng) are lnapproprldte 



4 A hdnds-oft dpprod~h to a pmject by d donor can be effective management under 
certdln condltlon5 If ho\t country staff is ddequdtely trdined, d loose mdndgement style can 
twter d \ewe of o h e r  4.rq) of the project dmong thl\ \ t d f  Th~r  \ewe of ownenh~p mdy be an 
eswntrdl ~ngedient tor wstmlng key prolect efforts dfter donor funhng ceases 

5 A st1 dtegy fostering beneficwy pdrt~cipdtion requlres concom~tdnt and comprehensive 
trdlnlng Prov~dmg responslbrl~ty w~th ltttle means to exerclse ~t mdy prove frustrabng dnd 
unproductive A cdrefully de\~gned dnd executed bailfig program can help budd beneficiary 
ownersh~p of project oblect~ves dnd dctlonl In dd&tlon, appropmte trarmng for m~d- dnd 
upper-level rndnagel~ cdn hdve significdnt project ~mpdct, partrcularly when reinforc~ng needed 
policy chdnge\ 

PROJECT REVISITEQ 

USAID/Senegdl Progrdrn Overview of Februdry 1987 presented this project ds a succes, story 
(a) crop y~elds redched 6 tons/hd tor rlce and nedrly 3 tonslha for maize, the hghest y~elds pel 
hectare of any irrigdt~on system in the Senegal Rwer Valley, (b) there was heavy deincrnd both 
tor new rmgdt~on system\ dnd for expdnslon of exlsting systems, (c) budding upon the h~gh 
overdll returns from lrr~gdt~on and the strong Iocdl pmclpation In bulldrng new Irngatm 
systems, the project hdd more thdn doubled the dnticlpated zrngdted dred for the 1985-1986 
sedwn, tdrgeted dt 150 new hectares 

However, the mrd-term evdludtlon of a follow-on project (Irngdtlon and Wdter Mandgement 
Project 685-0280), conducted in Mdy-June 1990, noted t h t  not a single zmgdted penmeter 
constructed In the Bdkel dred slnce 1977 hdd been financlally successful 

The PACR for the tollow-on project noted thdt ddtd wed m ~ t s  PP hdd been taken from reports 
lssued under the Bdkel Smdll hngdted Permeters Project The evaludtion of h s  follow-on 
project revedled thdt most of the ddta used were maccurdte and mrsleadmg See Project 
Surrimdry tor the Irngntron md Wdter Mdndge~nent Ploje~t (685-0280) 



PROJECT SUMMA= 

SlNE SALOUM RURAL HEALTH CARE 685-02 10 
P~oject Duration FY 77 - FY 84 
Totdl Cost of Project $3 2 m t l h  

Source USAID/Senegdl Progmm Overwew, Mdr ch 1983 
AID Project Impact Evdludtron Report N o  9, Octobe~ 1980 
Drdtt Joint GOS-US AID End ot Prole~t Evdludtlon Rtport, 

July 1982 
AID Evaiudtlon Specla1 Study No 20, "Proqxxts h i  PI lmdry Health Cdre In 

Ahcdn, Apr~l 1984 

PROJECT DESCRIPTION 

The project godl wd\ to help the Government of Senegdl (GOS) develoj) d modeI, self-financmg 
hedlth wvtces deltvery system for the rural population of the ex-Sme Sdloum Regron (pre\ently 
the Fclt~ck dnd Kdolack Regron~) The projcct wd\ to estdbl~sh d network of 600 vllldge health 
posts statfed and wpported by 1,800 community level personnel In u x  depdrtment!! of the ex- 
S~ne Sdloum Reglon 

Prolect dctlvltte\ entailed developmg ~nfrd\tn~cture, trd~ntng vllldge hedlth perjonnel, estdbhhmg 
d 'iuperviwry syrtem, furnishmg 'iuppiies and equipment, nnd provld~ng decreacmg level? of 
budgetdry support over the ltfe of the protect 

The project ds\igned much of the reqms~bll~ty for the locdl hedlth operdt~on to the viliagers 
themselve\ The vllldgers were to bulld hedlth hut\ through a network of mdnagement 
commlttee~ and mrdI cornmuntty counclh They were d l w  charged w~th tepltnl\h~ng the~e huts 
wtth hdw drug\ The c o ~ t  of the pharmaceut~cal product5 dnd of sen7ices were to be borne by 
the cl~ent vdldger+ 

IMPLEMENTATION EXPERIENCE - 

In Aprll 1980, USAID conducted dn ~mpdct evclludtlon w h ~ h  dt\cfo\ed t h t  the project hdd 
Termus problems One-third of the vdldge health hut\ opened hdd dlreddy clo\ed Tht 
evdludtion noted the prlncipdl problems to be the ldck of findncldl vidb~l~ty, wpport dnd 
\upervlslon, dnd poor pharmaceutical replenl5hrnent Other problem$ c~ted concelned the 
\elecQon of v~llage health worken (VHWI), transport for wpervlston dnd k)g~\tlcq, locdtlon of 
huts, payment of VHWs, md villdge health committee support 



The GOS dnd USAI1)/Senegdl redesigned the project to dddrt3ss the pob lem~ cited ~n the impdct 
evdludt~on The redesrgn ernyzhdsized the need for (I )  ~mproved management Wucture, (2) 
additiondl trdining tOr villdge mdndgement committee$, (3) retrarnrng for vdlage health workers, 
(4) rmprovement In the drug iepleni~hment system, and (5)  health hut financ~al viability The 
redesign hmited the project dctIvibeL to four departments wlthm the ex-Sme Sdlourn Regton, dnd 
proposed thdt the prolect tocus on only 20 rurdl comrnunrtres and 60 selected villages withm 
those Lommunities The purpose ot the more llmlted focus wds to \low the pdLe of 
~mplernentdtlon in older to have more t~me to effectively orgmze dnd train vllldge hedth 
com~nitteer, dnd develop d hedlth ~ntrdstructule thdt would adequately support the ~y$tem 

I 

PROJECT ACCOMPIJS W MEN i'S 

Project efforts led to the credtlon of d bdslc health servlcer dellvery sy\tem composed of 
dpproxlmdtely 378 v111,ige hedlth huts In four out of SIX ddrmnl\trdbve dep&ments of the ex-Sme 
Saloum Reglon A totdl of 48 govelnment-operdted hedlth post\, stdffed by nurses and 
enviionmentdl hedlth dgent\, provrded supervision to the vllldge health worker\ Each health un~t  
received bdsic drugs wh~ch were sold to credte a revolving fund for fjnancrng further supplles 
Almed toward the dch~evernent ot dn effective, selt-wstalnmg village-based health system, the 
project dlrected dssi5tdnce dt Qdlnlng vrllage health workers, village hedlth commttees, and 
government supervwry perwnnel dt the dicpen3dr-y level 

A GOS-USAlDIWddm~gton evdlucitm wds completed In the wmmer of 1982 The evdludtion 
recommended d Phase I1 to cdrry out project actlvitles In the two remainmg depdrtments dnd to 
remforce the hedlth 5ervIces delnvery system In the other four w~th speclfic mterventlon$ to 
dddress malnutrlt~on, vdccme preventdhle dlsedses, rndldrrd, md drdrrhea-related rnortdllty 
These medsuies were technicdlly slrnple dnd Inexpenswe Once perfected, they were to 
sipficdntly reduce the childhood and mdterndl moital~ty in the reglon and improve tamel 
productivity d u ~  ing the cr~tlcall y impoltdnt dgricultural season, June-September 

Project 685-0242, Rurdl Hedlth Servi~es I I ,  constituted the recommended second Phdw 

LESSONS L EARNED 

A Project Ilt \ i lrn 

I Community pd~t~c~pdtlon In mandgement and tinancidl support is essentihl for 
preserving contlnulty dnd gudrdnteeing village support Outside resources should not preclude 
k d l  pdltlclpdtlon 

2 The mid-levtl health wuikei\ (MLHW\) ate the pivotal cadres in d pnmary hecllth 
care (PHC) proglam Then support dnd superwslon essent~dl to v~llage level health 



~mplovement MLHWs ment a concenttdted dnd \urtdlncd trmlng effort to develop the11 
cdpd~lrtler to wpport v~lldge health worken (VHWr) 

3 Sanitdhon agents play an lmportdnt role tn preventwe health dct~vit~er and mdintm 
d bdldnce between curatwe and preventrve hedlth cdre dt the vllldge level 

4 Avallab~l~ty of essent~al drugs dl e vital to eatdhll$hmg hedlth hut credrb~llty Inltldl 
drug rnventorlea 5hould reflect hut ut~hzdt~on rdther thdn populdtion rlzc 

5 Cooperdttve country Inputs \hould be cd~efully dndly7cd to dctcl mrnc possll~lc ncgdtlvc 
conreyuences of contr~butlonr, t e low Mrn~etry of Hedlth perronnel rndemnrtler 

B Project Implementatron 

1 Project staff and project pdrtlclpdnts, including vlllagert, jhould be dble to rndkt 
mi\taker without nsk of havmg support terminated Growth, dr ev~denced by this project, comes 
from havmg the ttme and support nece\wry to learn fiom mrrtdker 

2 Successful implementdtron depend\ on competent perronntl d j  well d j  on sound 
project deetgn Chdr1c;mdtlc pereondlttles should not be mrstdken for technicdl competence dnd 
genulne mot~vdtlon to achreve prolect objectwes 

3 The cdpdcity ot project rmplementdtlon prrnc~pdls dnd rt& to confront problems, 
dndlyze them and seek solutmns I(; dn rndicator ot project pottntldl tor ruccesr 

4 Open channels of communrcdtion and eupport dt every level drc ev,entrdl to progrdln 
development dnd wsta~nabllrty 

5 Careful wreentng and selectron of techn~cdl a\wtdnce dr well dr timrng of technlcdl 
drwtance I(; crtt~cdl to effective lmplementdtton 

6 lnttldl trarnrng rr very Important but equdlly rrnportmt I\  contrnued ~n-service trdin~ng 
Ot pdt-t~cular rtnportance 1s reguldr relntorcement ot vllldge hedlth cornrnltttt\ 

7 Datd collect~on dnd analysis syetem? should be well derrgned dnd simple to use 

8 All concepts and tratnmg mdtertalr mtroduced must be dr wnple dr powble locdlly 
addptdble and locally matntarnable 

9 Project ~mplementors must be semttve to the rrght trme lo wem the project from 
outside tnputs tncludtng materrdl~, findn~es and technlcdl dw\tdnce f 



C Project Evdudtlon 

I Jomt evdluiltions have gredt vdlue d\ an educat~onal md sensibzlng experience tor dl1 

2 The western concept of "bdlanced books" should not serve a\ a cnterlon for hut 
vldblhty The prlcmg dnd sale of phdrmdceubldl products follows strong socld customs and 
precsui es, v~llagec hnve vdrlou5 wdys of replen~shing funds to purchase essentidl medications 

3 Future evdludtlon of. colnmunlty part~cipdtlon In PHC programs should include 
asse\sment of the effects of conlmunlty part~c~pat~on on the development process The 
community dctlon, dec~wn-mdking md support reldting to PHC progrdms dppear to enhance 
other dspects ot mdividudl dnd coininunity development 

1 The Senegdlese decentrdlized ddmlnlstrdtlve structure 1s complementary to dnd 
remfolces the community pdrticipdtmn In PHC The structure allows tor and encomdges vdlage 
orgdnlzdt~on dnd declvon-mdking whlch has d ugnificdnt poutlve mtluence on the development 
Ot vllldge bd\td hedllh Ldle 

2 DecentldliZlng henlth mvices to the vllldge level hds endbled the GOS to meet 
heretoto1 e un~net delndnd tor h d t h  cdre services 

1 dken from A 1 D Evdhdtlon Spew1 Study No 28, "I3uspects for Pr~mdry Hedlth Cdre In 
Ah I C ~ " ,  April 1084 

"Most Prmdr y Hedlth Cdre (PHC) progrdlns in developing countries experrence pi oblemr: 
of ~mplementdtion dnd v~dbdlty Senegal's Pnmary Health Care program m the Sine 
Salaum reglon wds no different " 

"7 he p~ inc~pcll lesson kdrried tram Senegdl 's PHC progrm 1s thdt d thorough, critl~dl 
evdludtlon, when tclken sel iously dnd dcted upon by d donor dnd the ~eclplent develop~ng 
country gove~nment, cdn turn d f d h g  progrdm dround " 

"The S~ne  SdIourn PHC program 1s not w~thout problems, however For exdmple, the 
progl dm 15 Iclrgtly curdtive, ~t hd5 hdd little wccew lntrnducmg preventwe medwres, such 
ds Improved health a d  hygiene behdviors, ordl rehydnbon therapy, dnd fam~ly pldnnlng 
lnformdt~on dnd service\ The progam'~  near excluuve emphms on curatwe servlces 
results t ~ o m  the fdct thdt dt ledst dt present lt piovldes mdinly those services thclt clients 
denldnd dnd dre wwllllng to pdy for Ldcklng dre the hnds of essenbd PHC actlvlbes - 
educdtion, outredch, surveilldnce - necessdry to effect the dtt1tUdlndl and behdvlordl 
chdnges wh~ch lead to long-term Improvements m health stdtus " 
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PROJECT SUMMARY 

YMCAIORT YOU7 H JOB DEVELOPMENT 685-0222 
Project Duration FY 79 - FY 85 
Totdl Cost of Project $3 2 rn1I11on 

Source USA1 DISenegdl PI ogrdm Overview, Mdy 1984 
Mid-Term Evdludtlon Report, by Aurord Associdte\, Fthrudry 198 1 
End of Project Draft Evdludtron Report, by Alexdnder Vldd dnd lr~d dlAqulno, 

Mdy 1984 

PROJECT DESCRiPTlON 

lJnder dn Operdtiondl Progrdm Grdnt (OPG) from AID, YMOA/OKl wds to hulld dn txtcndcd 
system ot vocdtmnal hdlning \emices endbling unemployed Senegdlese U I  bdn youth to dcqur~t 
mdt ketable technlcdl \kills and awstance In lob pldcement dnd ddlustlnent The bdw godls of 
the ptoject were to (1) estdbhsh a vldble functronmg vocdtrondl trdinmg ctnter (Centre de 
Formdm et de Promotion des Jeunej, CFPJ) staffed wrth qudl~tied In\tructor\, (2) "senegdl~ze" 
CFPJ completely, phds~ng out dl1 non-Senegdle~e staft dnd 1 educrrlg ~urrent eupend~tures, (3) 
cndble the prolect to become $elf-wffic~ent, (4) estdbl~sh d pldcement progrdm wh~ch would 
Insert grddudtes into the economic tndinstredm of the country 

IMPLEMENTATION EXPERIENCE 

ImplementaQon of the project did not conform wlth the oblect~ves of the Grdnt Agreement 
Imtldlly, thrs frve-yedr project had an estrmated budget of $1,758,427 funded by USAID, w~th 
contr~butms of $828,000 from the GOS, $125,000 from YMCA, dnd $GG,000 from Pedce 
Corps 

The budget was depleted rn two yedrs wlthout the Center showing dny positrve rewlts (cldsser 
only opened In 1981) The OPG was tncrea~ed several tlmes, to redch d totdl of $3,285,000 

The mid-term evaludbon report of F e h a r y  1981 gves d long list (over ten pdgej) of mrshdps 
mrr;bkes, m~sunderstandmgs, mlsconceptron~, and mrrrepresentat~on\ thdt pldgued the project 
The only partner who had M e  to be bldmed for wds the GOS 

- The GOS hdd provrded contrnuous dnd high level support for the project dnd for 
vocdt~ondl trdmng in general It hdd provlded qudllfied counterpdrt\ 'ind contr~buted dgreed 
upon cont~rbutrom w~thout undue deldy The GOS hdd dlso povlded suttdhle ldnd for t h t  
tenter The role of GOS overdll hdd been one of the most pout~vt dntl ruccc~\tul dspects of t h t  
project 



Among rndjo~ flaws lound by the evdludtion tedm were (to clte but d few) 

- rhe orlgiridl Project Authonzcltion and Request for Allotment of Funds included ds d 

Condition Precedent (CP) thdt prlor to the d~sbursement of funds, the Grdntee furnish to USAID 
d pldn for the procurement of technical trdlnlng semces dnd eqmpment, tnclud~ng d xhedule 
wh~ch would coordindte wch procurement w~th the con\truction of the Center YMCA did not 
fulfill the CP, but USAID disbursed fund\ 

- The dbsence of- d plan dnd schedule mdde lt difficult for YMCA to see the project In 
it!! totdlity dnd the reldtion\hip of 1t5 various components, dnd to medsure shppdge m the dellvery 
of project components rhrs contributed to poor mdndgewnt dec~slons by YMCA, lncludlng 
the decisions to begin piovlding techn~cal services of expatrrate instructors before there were 
ddequdte fdc~llt~es or equlprnent, dnd to deldy ordenng yome equipment as a belated economy 
medwre Delay5 In the ~cmtructron of the Center by the contractor complrcated the vtudtion 

- Conil~cting understdnding by pdrtners ot thelr respective roles, described in the YMCA- 
GOS protocol on one side, and the YMCA-ORT dgieement on the other slde, was worsened by 
persondl~ty d~tierencts dnd culturdl differences 

- YMCA operdted unde~ the belief thdt there wd\ an intoimdl velbdl under\tdndmg with 
USAID thdt the or~glrtdl budget of $1 8 mill~on would be ~ncred\ed YMCA operdted under the 
d~winptlon thdt d totdl oi $5 m1111on would probdbly be lndde dvdlldble to the project 

- USAIDfSenegd did not ddequdkly monrtor the project, and dld not redct to the k t  
thdt the rdte of expenditure\ wds more thdn double whdt wds orlgindlly dnticlpdted, dnd thdt 
funds d~dlldbk would not be sufficient for the hfe of the project 

The End of Project Dl& Evdludt~on Report stdes that 

- Bdsed on the I ecornmenddtions: of the mld-term evaludtmn report, the ac;sessment report 
of June, 198 1 ,  dnd the USAID Generdl Inspector'\ Off~ce dudit report of June, 1981, medwes 
were tdken to iinprove the situdtlon "The pafies concerned (AID, GOS, YMCA, ORT) strove 
to better coord~nate dctlvltw and adhere to a development pldn, whde mtroducmg neceswy 
dddptdtlons " Admmstrdtion and rndndgement problems recurred, however, In subsequent year\ 

- Tedching provrded seemed to be of good quality dnd apprecidted by the busmew sector 
Ihinmg progrdm\ emphaazed p~dch~dl  dpphcdhons of trades tdught However, peddgoglcdl 
method\ ddvocdted by ORT wele not dIwdy\ dpplied at the Centei, dnd the dpprenticehp 
piogrdin cdlled ioi in the Prolect Pdpei wds not followed Further, the evdludtion team tedred 
d certdrn devrdtion in the tedchrng dpprodch thdt would bnng CFJP1\ vocdtiondl trdlning c low 
to the formal educdt~ondl \y\tem, dnd thus defedt the prolect's godl 



- The pldcement \ervtce called for tn the plolect wd\ non-ex~\tent rhe Center 
wcceeded, however, In pldctng d good numbel of  ~t\ g~ ddudtes tht ough the perwndl intere\t dnd 
efforts of the ORT techntcdl advlror~ Employer\ mterviewed were generdlly sdtlsficd wtth the 
bdsrc knowledge dnd competence of the Center grddudte\ they hdd htted, and were w~llmg to 
contmue to hlre them However, In the evdludton' oplnion, d vgn~ficant number of these 
employer\ were unwilling to pdy equitable \tdrtmg 5dldne5 dnd to otter p~ omotlon opportun~tw 
to the grddudte5 

PROJECT ACCOMPLISHMENTS 

- The Centre de Formdtlon et de Promotion des Jeunes (CFPJ) ~ompleted dnd operdted 
by GOS, wtth Senegalese qtdff Courses offet ed in ttvttle sktlls, mdsonry , metdlwork, 
electrlc~ty, plumbmg, drdftlng and electromechdnlcs 

- Sixty-four students participated tn dn on-the-lob dpprent~cesh~ p trdlnr ng progrdm w I th 
Dakdr-bdsed compdntes and firms durtng Augwt-September 1983, dnd grddudttd In June 1984 

- Approx~mdtely filly grddudte', placed tn part-tme or perrnancnt poW~on~ 

LESSONS LEARNED 

1 The d\wtnptmn thdt trdmng and pldclng unemployed school ledvers Into producttve 
employment or self-employment n feastble, n vdlld Whether the center \ e\tdbhihment, destgn 
dnd ~n~trtuttondl frdmework 1s the optma1 means to dchleve thr\ end dt the mlnrmdl cost 15 

11rObltlndtl~d~ 

2 The project was marred wtth problems not becduse hkely difficulties were unforeyeen, 
but becduse medwres wh~ch were recommended In the or~g~nal  gldnt dgreement were not 
followed, and USAID hsbursed hnds w~thout requrnng thdt they be followed The onglndl 
OPG predtcted all too well the types of problem5 ltkely to be encountered dnd urged thdt \tep\ 
be taken to mintmlze them These recommenddtlons were not, for the mo\t part, ddhered to 

3 The project design and the costfbenefit rafm jhould be exdmlned to learn rf the 5dme 
oblect~ves could be dchleved for a ldrger number of beneficldrtes wing d d~fferent approach thdn 
the construction and staf5ng of an lnstttutlon slinilar to the CFPJ 
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PROJECT SUMMARY 

NATIONAL PLAN FOR LAND USE AND DEVELOPMENT 685-0233 
Project Duratlon FY 81 - FY 85 
Totd Cost of Prolect $2 0 mll~on 

Soul ce USA1 i)/ Senegdl Progi dm Overv~ew, Mdy 1984 
In-Depth Evdludtlon Report, by Dr John Bursink 

dnd Mi Chdiles Dongdn, TAMS, December 1983 
USAIDfSenegdl Assessment Report, Jdnudry 1985 

PROJECT DESCRIPTION 

1 he prolect wds to provide lmportdnt ddtd needed by the Government of Senegdl (GOS), dlreddy 
being supported by the United Nations Development Program, to prepate d ndt~ondl pldn for the 
management dnd optiindl utllizdtion of Senegdl's naturdl resources (Plan National 
d9Amendgement du Teintoire) The project was pillndrlly concerned with the development of 
bdseline resource mdps and interpretabons horn Landsat and aend photogrdphy concerning 
vegetation, sods, geornorphology, ldnd use and land cdpdbility 

The project wds to support both the Ndtlondl Ldnd-Use Pldnnlng Agency (Depdrtement 
d'Arne'ndgeinent du Tei~itoire, DAT), d division of the Secretaridte of Decentrdhzdtlon, dnd the 
Un~vers~ty of Dakar The project wds to provide trdmmg, equipment, and three te~hn~cdl 
dssistance personnel under a Title XI1 arrangement with South Dakotd State's Remote Sensing 
lnst~tute (RSI) 

IMPLEMENTATION EXPERIENCE 

1 his three-yedr prolect wds initidlly pldced under the supervision of the Mlmstry of Houung dnd 
Uibdnism Although substdntidl otfice space wds requlred to house the project, only d 

comblndtion ot room\ dnd hdllwdys was initidlly piovided for the Contldctor and piolect 
per\onnel Becduse ol ldck of ddequdte spdce, the pioject moved offices twlce In its first yedr 
dnd d hdlf of existence, clnd findlly settled in d rented villd, in Mdy 1983 

An estlmdted four to six perwn-months of RSI technlcdl tlme was piobdbly lost, dnd 
tmplernentdt~on of project dctivitie5 deldyed, ds d result of thw sltudhon Also, dunng 1983, 
responsibil~ty tor proleLt mdndgement wds shifted from the Ministry of Housing to the Ministry 
of Decentrdli~dtlon 

There were problem\ with project personnel On RSI's s~de  the first Chief of Party's (COP) 
dwgnment wds reduced from 36 to 24, then to 22 months, a second COP wds named m June 



1983 Short-term con~u1tant permtmonth were ?lgn~fi~antly reduced On the GOS ot 
the three counterpdrt poutlons, only the Prqect Manager wd5 ln~tldlly filled, no 5011 sclent15t wa\ 
found, dnd d lunlor, ~nwfflc~ently quallf~ed person, wds dsvgned to the th~rd po71 tlon 
Evtntudlly, the so11 sc~entl(;t positton wds filled by dn expert hrl ed under contrdct But conttnurtj 
wdr, broken when the COP'S counterpdrt left for trdmng dtter one yedr on the plolect 

KSI wd? to prepare m Uperat~ondl Plan in cooperdtlon wrth DAT, by June 1982, {howlng hob 
dctlv~tles under the RSI contrdct were to be implemented A5 of Decemhel 1983, ddte of the In- 
depth evdludtion, such pldn hdd not been prepared 

The evaludtion noted 11m1ted project progress map productwn wd5 betlrnd {chedule, torrndl 
trdlnlng wds done for only hdlf of the GOS penonnel pldnned, trdlnrng hdd benefitted project 
work to only d very llmlted extent, cotnmunlcatron$ among USAID, GO$, dnd RSI project \tdtf 
Wd5 le5~ thdn ddeyudte, etc 

The dsseurnent conducted by USAID/Senegd In Jdnudry 1985 noted thdt 

d The o11gtnd1 cho~ce of the host ministry wds d pool one I ht jh l f t  of DAT to the 
Mmstry of Decentralrzat~on W ~ S  only sltghtly more dppropndte but d ~ d  not 5ub5tdntidlly Improve 
GOS understdndmg of 1t9 role of supervlslon, d!! nelther of them had the technlcdl ~dpdbllltle? 
requ~red The In-depth evdludtorr noted thdt the Univer\~ty of Ddkdr", Ceogrdphy Department 
repedtedly expresyed 1h deslre to colldbordte closely wlth RSI 

b The Contractor demomtrated ldck of duthor~ty, ~t should hdve tried harder to ensure 
thdt the COS met ~ t s  commitment5 rathel than rlsk je0pdldl~lng the dtldlnrnent of ploject 
oblecQves The In-depth evaluahon noted thdt the fnst COP, d competent 5011 sclentrst, hdd to 
hdndle detalls of coordlndtlon, find work spdce, dnd cdr ry out other ddmlnlFtratlve dnd 
mdnager~al tasks, dt the expewe of making maps, ~ollect~ng ~ntormdtron nnd ddv15lng project 
sc~entlsts dnd counterpdrts The second COP, a geornorpholog~st, found hlmjelf behmd in h ~ s  
technlcd tdsks for many of the ume redsons, eventually he chose to concentrdte on these ta5k5, 
dt the expenye of bureducratic work and communication between RSI dnd DAT 

c USAID should hdve been more supportive of the C'ontrdctor s tfforts The Prolect 
Offleer could hdve more closely rnonltored project lmplementdbon dnd dcted d\ medidtor 
between the Contrdctor crnd the Grantee when problems were rrnpedtng progress toward5 the 
dchievelnent of project objectives 

PROJECT ACCOMPLISHMENTS 

1 Ba~elme reqource map and mnteryretatrons I 

A5 d rewlt of the December 1983 ~n-depth evdluatton, mdp outputs were I ev~sed and limtted to 
four qet? e a ~ h  ot four categoneq of map? (vegetation, land ~dpdbllity, geohydrology, and 70119) 



at d 11500,000 s~dle A\ of De~ember 1984, prellmindry work (mnterpretdtion dnd field work) 
on vegetdtion dnd land cdpdb111ty wds completed, dnd wds behnd schedule for geohydrology dnd 
soils maps Findhzdtion work (andlyws, drawing, legends) was well behmd schedule for the four 
categories Prlntlng of m a p  and prepdubon of reports had not even been started 

The USAIDISenegal ds\eurnent tedm recommended In Jdnuary 1985 that the project be extended 
SIX months to finlrh techmcal work on mappmg, to wnte reprtsllegends, dnd to c q  out thc 
prmtmg, m order to get dt ledst one objective of the prqect accomplished 

d Formdl trdining the two short-term U S training progrdms (one person edch) were 
merged into one ten-month trdlning progrctm for one person (the DAT natural resource planner) 
Regdrding thlrd-country trdining, three out oi- four mid-level officidls were sent to Oudgddougou 
Apparently they we1 e not sati\fied with the trdining level received Two of the pdrtmpdnts went 
to Frdnce for degree work immedidtely after their return from Oudgddougou Thus, formdl 
trdlnlng W ~ S  of I~mited benefit to the project 

b Non-formdl trdlning qudntitdhvely, the on-the-job training component did not achmeve 
it\ hrget Only three counterpdrh, out of fifteen projected, worked on d permdnent bdur with 
the expdtrldte expert\ Accordmg to project stdff members ~ntervlewed, th~r  trmlng W ~ S  of very 
Ilmlted benefit to the p~oject 

Mo\t GOS counterpdrb felt thdt they dld not hdve the opportumty to be trd~ned In themdtrc 
teledetect~on techn~ques, the primdly llmltdtion was thdt the expdtrldte expelt\ lacked the 
commumcatlons 5kills essentldl to make thls on-the-job trdimng possible, dso, commurucdtion 
between experts dnd their Senegdlese counterparts wds limited to personal technical work in5tead 
of an "lntegrdted thmking mechdn~\m" whch would hdve better enabled transfer of technology 
(The ~n-depth evdluatron report of December 1983 noted thdt counterparts were "squeezed" into 
the expdtmte\' progrdm of project rndndgement, mapplng, trmmg, and in\htut~on burlding Not 
d l  the counte~-pdrt\ piov~ded hdd the specific Qdlnlng, for exdmple in geolo~y ol pedoloby, to 
benetit horn dllect injh uction from the expdtridte pedologlst a d  geologist Pressed tor trine, 
the expdtridtes tried to work together with their Senegdlese counterpdrtc; as well as pos(;~ble, 
know~ng thdt the~r counterpdrts would not remdrn In the project In d cdpclty of geologists or 
pedologists ) 

c Semindn the semrndr\ redched mnety-five people instead of the elghty planned In the 
revised project objective\ However, dccordlng to some project stdff members, the course 
duratron wd5 too \hart, dnd provlded only very bduc remote senslng skdls to the pxt~cipmts 

1 he USAID/Senegdl me\sment tedm tound thdt smce the beglnmng of project implementdt~on, 
the ~nstitution buildmg component was considered seconddry objectrve by USAID, the 



Contractor and the GOS rnlnrstnes mvolved In splte of efforts and ddvlce from the Un~verrity 
of Ddkdr staff rnvolved in thw component, the two hort mlnlrtrres did not provrde the nece\sary 
support to mdke mrt~tutlonahzation happen, and ~t wa\ believed that Senegdlese ~tdff members 
would not be dbk e~ther to take over or to mandge mdpping \tudtes by the end of the prqect 

The in-depth evaluation brought up a fundamental questlon were the godl dnd purposes, and the 
medm tor the accomplishment of thn project, ever approprute dnd fedvble') 

The prolect purposes essentially tried to focus on the need5 of two dtffeient GOS oigdnrzat~ons 
the Natlondl Remote Senmg Center at the Unlverstty of Ddkdr, dnd DAT Thrs notron was 
reflected throughout the Project Paper, and culmlndted In the requliement, ds a condit~on 
precedent to dnburqement of USAID fund$, for a rervlce agreement hehvcen DAT and the 
Unrvervty ot Ddkar 

However, rn dorng so, two sub\tanttally d~fferent iscue\ were confused In project desrgn (a) 
dwctmg technlcal asswtance toward instrtutrondl development of d ndt~ondl I emote sensing center 
dt the Unrver~lty of Dakar, and (b) dlrectmg technlcal assistme toward the development of d 

natlonal land-we plan (w~thm stnct tIme xhedules), and simult~neous lncltrtutlondl development 
of the GOS dgency concerned wlth thrs objective (DAT) 

Each of the two oblectwes called for a totally dlf-terent dpp~oach, and the requrrernentr In terms 
of personnel, equipment, tme  Irmlts, etc , were totally drfferent for edch of these oblectrves 
It was unreahst~c to expect that they could be accomplrshed by a two m~lhon dollar protect which 
allowed for only two long-term expatnate staff In other words, the project purpoqes, as stated, 
were dppropnate for projects, but were not attanable w~th one project 

Interestingly, though, the project god1 - the prepardtlon of d ndtional pldn for mdnagement dnd 
optlmal utlhwtlon of Senegal's ndtural resource\ - had dl1 eddy been met wme twenty bdsehne 
resource maps had been provlded to DAT by two parallel U N  prolect\ At the trme of the In- 

depth evaluabon, a preliminary land-use plan wa\ berng completed by DAT tor submtsrion to 
the respectwe GOS agencles concerned It wds expected thdt thls pldn In ~ t s  findl form would 
be ready by June 1985 to (;ewe as a barir tor the 7th four-year development plan 

However, the real needs of Senegal rn remote sensrng and ldnd pldnning technlquer had hardly 
been addressed 

LESSONS LEARNED 

A From the USAIDISenegal awwnent report 
I 

1 Ch~efs of paty should understdnd USAID procedure\, hdv~ bds~c expenence In 

personnel inandgement and, ds part of thelr m-country orlentdtlon participate In elms cultural 
c;ern~nar~ 



2 Selection of the host ent~ty must be bdsed on d full revlew of the hnct~ons dnd \ k l k  

rnvolved In d glven project 
1 

'3 USAID rnonltor~ng should ~nclude revlewing and redressmg ~f necessary even tho5e 
hdvc element\ on whlch d project mdy be bdwd such as the selection of the host ent~ty, the 
le\ponvvenes\ of t h t  host government, the selection of contractor personnel, etc 

4 Project Irnplernentdtron Pldns should ind~cate reldtlve timlng of key events and 
benchindrks, but should not be ddte specltic until mdteridls are in pldce, offices found, dnd 
L O U W I  pdrts d l ) p ~ t ~ ~ I ~ d  

B horn Ihc 111-depth cvdludtlon report of December 1983 

1 Colldbordt~on between d U S unlvasity dnd d host countly university cdnnot be 
dccompl~shed through contrdctudl drrdngements wlth d host country government agency Dlrect 
colldbordtlon between RSI dnd the Un~vel sity of Ddkdr would hdve provided the best medns fol 
effectwe transfer ot remote sensing technology, rndnagerid and orgdnlzational capabil~bes to 
operdte a Remote Sens~ng Centel 

2 It 1s wrongly dssumed thdt, In ~eldtlvely smdll projects, costs may be cut by dskmg 
the technrcdl people to c&ry out both technicdl dnd mdndgelldl tdsk& wth httle ddmlnl\trdlve 
dssntance 

3 P~olect mdndgers wo~king dgdlnst deddllnes and budget constrdlnh will typcdlly try 
to produce d tdngibk product - d p~oduct by whlch h ~ \  or the project7\ financ~dl or technlcdl 
success or fdllure 1s determrned - dt the expense, perhdps, of less vwble tasks such ds trdining 
dnd dd~ninlrtrdtlve woi k 

4 Persondllty 01 communicdtions problem dre wor\ened by fd) the host country 
mdndgel bang ove~whtlmed by ~eyuests for people dnd dss~stance, (b) the lebound effect oi the 
U S rnmdger's fru\tr&on for not gettmg what he/she needs (and by blnding dgeements, ~hould 
get) to perform histher job 



PROJECT SUMMARY 

FAMILY HEALTH AND POPULATION 685-0248 
Project Durahon FY 85 - FY 93 
Totdl Cost of Prolect $21 03 million 

Source USAIDISenegal Program Overwew, Mdrch 1993 
Final Evaluabon by Devre?, Inc , October 1991 
USA1D/Senegal Project Evdluatlon Summdry , Septembet 1992 

PROJECT DESCRIPTlON 

The purposle of the prolect was (a) to achleve an effective, ndtlonwtde famlly pldnnlng program 
offered through pubhc and pr~vdte sector mstitutions, and (b) to Improve the demogrdphic datd 
bdse tor more eflectlve development phnnlng 

l h15 project, d follow-up to the Fatndy Hedlth Phace 1 Prole~t (685-0217) had five prlnclpdl 
dcttvltles (1) expdndlng fdmlly plannmg dnd famtly hedlth service dellvery so thdt 9erviLeS wcruld 
he dvdlldble ~n all health center5 dnd In 25% of the hedlth po5ts, ds well ds through d vdrlety of 
privdte channel\, (2) tralning of rnedlcdl and auxlllary hedlth personnel dnd member5 of other 
dppropr~dte orgdnizat~on(; and group5 to manage the nat~onwtde fdtnily pldnnmg (FP) progrdm, 
(3) supporting Jnformatlon, Education, and Communtcatlon (IEC) dct~vltlec; to e~tablish a solid 
public awareness and acceptance of FP and hedlth service\ del~very, (4) enhancmg the 
demograph~c data baqe to improve development plannrng, dnd In partrculdr, dsvrtlng w~th the 
1988 Natlonal Census, (5) fostertng populat~on poltcy development to ~ol~dt ty  the support ot 
poltcy mdken dnd pldnner~ m both the pubhc and prlvate Yecton Appr~~llndtely 10% of the 
rewurces were devoted to mcreae the role of the prlvate cator In the delrvery ot FP Yervlces 

By the end of 1992, approximately 101,lOQ Senegdleye women of- reprodu~trve dge were 
expected to hdve benefitted f-rom thn progldm, and the11 offspring should dlw hdve had d better 
chance to develop ~nto  hedlthy ch~ldren ~f hlrth lntervdls wcrc prolongctl 

The focus of the last two yeas of the ptolect was (1) to consollddte the t-1' \ystern In pldce wlth 
pdrt~culdr emphaw on Irnprovlng the qudhty of cdse, dnd (2) to suppor t the cmbryon~c Scncgdl 
NdtiOnal Fdmdy Pldnnlng Program (NFPP) dnd the ~ r l t l ~ d l  lntegrdtlon of the project dctlvltle~ 
under the NFPP 

IMPLEMENTATION EXPERIENCE 1 

In 1989, the Mlnlstry of Socid Development (MSD) undcr wh~ch the prolect wds orig~ndlly 
deq~gned, and wh~ch hdd rupervlqed the project tor the tiist five yedrs, and tht Mln~stry ol 



Hedlth (MOH) whlch provtded the technlcdl support and FP personnel, were both abolished 
A new Ministry of Pulsllc Hedlth md Socrdl Action (MPHSA) was credted which assuined the 
respons~bil~tles of bhth dbol~shed tn~n~strles dnd took over the management of the project 

At dbout the \dme time, becdu\e oi \u\pclons of m~c;indndge~nent, the USAID Regional Inspector 
Generdl (RIG) dnd the GOS Inspectoi Geneid] audlted and ~nspected the prolect Both found 
conslderdble evidence of rndlfedsdnce, wh~ch led to the chdnge of the GOS Project D~rector, 
Prolect Accountdnt dnd Loglstlcldn 

Albo in 1989, the Ch~et ot the Hedlth, Population and Nutrltlon Division at USAIDISenegal, and 
the Ch~ef of Pdrty of the techn~cdl dswtdnce contrdctor (ISTI) completed thew tour\ These 
chdnges resulted In d mdjor loss of experience, operdbondl howledge dnd ~nstltubonal memory 

The project evdludtlon pldn cdlled for three evdluations to deterrn~ne progress towdld dttainrnent 
of project objective\, identlfy problems, dws \  information needed to overcome those problems, 
md judge the overall development impdct of the project 

The first two evdludtlons were never cdrned out The prolect went for five dnd a hdlf years 
without dn overdl independent pi ogl dm I evlew The f lndl (and only) evdludbon wd\ ~ d l ~ l e d  out 
during the s~xth y e a  of the project (1991) The evaludtion tedm found ~t difCicult to locdte 
pnmary dau, to spedk wlth people who could help the team undentdnd iecord, dnd report$, or 
to get first hdnd views on whdt "redlyn occurred In speclfic cdses 

1 Prolect ddmm\trdtlon dnd rndndsernent 

Supervision of the prolect by two ministries estdblished vertical processeq and, sometimes, 
pardllel development of progrdms This vertlcdl and pdrdllel development isoldted FP from other 
halth dct~v~t~es dnd c~ edted irustidt~on, dnd rivdlries between the mmistries 

W~thin the prolect, cdch of the three component5 funct~oned, to d gredt extent, on ~ t s  own 
Coord~natlon dmong component5 dnd with the reglans wds poor With the creatlon of MPHSA, 
coordlndtlon ~mproved, weekly meetings were held dt the centrdl level Yet, the meetings were 
reported to be meffective h e c m e  of the l a g e  dmount of materidl to be exdmlned, and 
insufficient time devoted to edch problem Eventudlly, d techn~cd ddv~wr wds appomted wlthln 
MPHSA to follow ~swc \  reldt~ng to the project 

The mvest~gdtion conducted In 1989 by RIG dnd GOS resulted in the project belng left w~th llttle 
01 no dnechon on the GOS ude, dnd the suspension of most project dctlv~ties USAID dnd ISTI 
took d more dctive role to fill the vdcuum, the~r dcbons golng from the defirut~on of project 
pldns, to the conbol of the locdl dccount budget by ISTl The GOS project personnel resented 
not t eceivtng teedbdck from IS TI on ~ t \  findncul mdndgernent of project rewurces, not receiving 
reports ot conwltant\, not bemg involved In the selectm of Lontractors, etc 



At the time of the evdluation rn 1991, the situatton wds chdnglng, dnd the iole of the new project 
Ieddersh~p hdd improved There was st111 d need, however, for cldnficdtion dnd redefinltron of 
roles, and d sh~ft of greater authotlty and responstbrl~ty to GOS and to tht Senegdlew! project 
personnel 

On the financldl s~de, becawe of GOS' fdilure to provide its cont.l~butlon, rewurce(; tor locd 
operdtmg cosh tor veh~clec;, gas, per &em, locdl trdmlng, utihtles, etc wele lnwffictent Mdny 
GOS and protect perwnnel wrongly believed that wds the result of USAlD's freez~ng the US 
locdl currency contrrbution USAID dld not rnsrst thdt the GOS meet ~ t j  tinmcrdl commitment, 
nor did USAlD subrtitute U S funds for the Iocdl contrrbutton the GO5 tnlled to provlde to the 
prolect 

2 Information. Educdtion dnd Communicdtion (IEC) 

The IEC program was, In general, well pldnned and executed Its mdpr iocw wds on FP/ch~ld 
spdcing, wrth a secondary god1 of prov~dlng lnformnt~on on S1 Ds and fertll~ty The sublect of 
STD5 and AIDS, becdwe of its complexity and umquenesj wd\ not gwen the jpecldl dttent~on 
~t deserved 

Overdl edu~dttondl plannrng wds done well, and involveti d w~tle rdnp, of profeswnnls and 
twhnicidns However, detdlled pldnning, ldentificdtion of specrtic wb-groupj of the populdtron, 
dnd the development of specrfic strdtegres to redch them were not ddeqmte 

The mdsr med~a cdmpdlgn was particularly noteworthy, combining rnessdge resenrch, 
CoIldbordtlve pldnnrng, credhve production, dnd close workmg rtldt~omhrps wlth the Senegdl 
Rddio dnd Televirm Office (ORTS) 

A large number ot IEC dgents dnd coinmun~ty voluntttrs wcrt trnlnttl In 17P communlcdt~on 
rhese volunteers, however, were dtsproportiondtely distrtbuted ~n the vx Utglons of the prolect 
Then recruitment and performance rn certarn areds were less thdn hoped for, probably due to the 
ldck ot remunerdtion or incentive 

The involvement of health workers in FP IEC, part~cularly of rnidwlw workmg nt hedlth centen 
dnd health poqtq, a major goal of the project, way not met lnetficrent use wds made of 
dudlovisual dnd print materials 

Superviwm W ~ S  in~ufficient due to the lack of vehicle$, fuel, dnd per hem atter 1989, and to 
the unrrnllsttc supervieion programs and schedules impo~ed on extension workers 

Importdnt IEC-related research wa5 undertaken Informntlon on women, men, dnd overall soc~o- 
cultural chardcter~stlc$ of the population was mdde d~dlldhk to IEC pldnntri Much of the ddtd, 
however, wds too general, and wds not trdnsldted into d fot In useful to them N o  slgnificdnt 
research was undertaken Into the knowledge, dttitude\, dnd pr dctlces ot Senegdle5e concerning 
STD\ and AIDS 



Famdy Life Educllon, dn impomnt element of the proje~t, wds not tredted suff~ciently The 
Ministry of Educdion'(, reluctmce to dpprove the ~ntroductm of populabon mues in the pnmdry 
dnd secondary scho61 curriculd until 1989 wds d significant bmier to project efforts 

Community ledden were redched ~ndlrectly through press and televlslon, but no spe~lficdfly 
designed, con~erted, Ldrnpdign wd', developed to reach natlondl, regiond, dnd local religious, 
pOlitlLd1, dnd trddltiondl kdderc; 

No pre- dnd periodic post-cdmpdign dudence evdudt~on wds caned out No performdnce 
f2vdl.luahons were darned out on personnel hdmed by the poject As a rewlt, project st& were 
undble to dsse\s the wccejs of their efforts dnd tdke remedd measures No drch~ve of prolect- 
produced tndter~dls wdr kept, thur depriving future pldnners of a basis on which to develop new 
pi ogrdms, dnd 11 mitt ng the thoroughness of evdludtion efforts 

I he project incred\td tht dv~il~l~ility of FP service\ for the generdl populdtion 1 he number of 
FP clinics inciedwd from 17 In 1985 to 123 In 1990, dnd the numbe of dctive clients fwm 
8,543 to 79,000 over the \dine period 

Although htdlth clinic5 were i m p  ovtd, effective indndgement of the system wds ldckmg some 
clinic', we1 e over -hui dened while other\ were under-utihzed, dllocdtion ot findncidl r e\ource\ 
foi operdtiom of the clinic5 wd\ inwfficiently reldted to need, etc 

The qudllty ot cltnicd wvice\ wd\ found insuff~cient women were not well-counseled on the 
ddvdntdges dnd dbddvdntdges of ditterent contrdceptive methods, ~nshrctIons provided to women 
on the proprer use of contrdceptive methods wds not complete, etc 

The riumber of rnidw~ve\ md phy\icidn\ trmed exceeded the project objectives, but few nurses 
ieceived FP b-dining However, d core of natlondl trdlners wds created, malung ~t possible to 
insbtut~ondl~ze in-country trdinlng 

FP ddtd collected dt the clinlcdl level wds indccurdte dnd unrelldble Collecbon of relldble ddtd 
wd\ hdmpeied by the ldck of  guide\ or p~otocoh and ot cledr definit~on\ ot ddtd cdtegorw, the 
in\utficient trdining of rnidwivcr dnd T.P worken, the non-mdilability of cl~ent records, etc 

FP clinics did not rece~ve ddqudte supervision from natwnal or regondl level \tdff, due to 
inwfficiency of filnlnds for trdvel, per hem, dnd gds, wnfuslon over orgdnizdtmal roles, etc 
Prlvdte dnd pdrd-p~bll~ $ector clrnic\ received signlti~dnt supervision 

There wds insuftlcient dttentlon to tredtment of STD and mfexldity pdtients m the ~mplementatmn 
of the project Service\ provided to pdtlents were poorly hmdled dnd of low quality There wds 



lnddequate ure of STD ldbordtorles In the d~agnorrs of ST11 cdse$ 

1 here wds httle coordlndhon between the project STD component dnd the Ndtlondl STD and 
AIDS progrdmc There was a lack of trdlnrng glven to TP workers in jpecrdl counvArng, 
weenrng, etc Equrpment and wpplres for STD Idbordtorles were ktpt In wnrehouses for 18 
months before they were released tor use 

5 Blo-medrcdl and psycho-socldl resedrch 

Wh~le many research studles were camed out no centtal r e w l  ch pldn tud been developed, and 
no one hdd been wagned overall research mdnagement r e ~ p o n d ~ l ~ t y  N o  orgdnrzed procesc wds 
introduced to revrew reqearch propocalr, evdluate, or drrsemlndte rercnich rewlts N o  centrdl 
lrbrdry wds e\tabl~\hed as a depoqltory for research papers dnd reports 

The operatlondl research dcttv~ty wds not well-mandged The~e we1 t mdpr  deflclenc~es In thc 
coordrndtmn process There wds ldck of dlssemrnntlon md use of resuits Some surveys were 
planned but not executed 

I oo much blo-med~cdl, psycho-wcidl, dnd dcddemlc resenrch wns cdrrled out, In compdrlson to 
needed operdtlondl Ytudles 

6 Construct~on and renovdtlon of fdclhhes Mdlntendnce of tqurpment 

The project was reldtlvely succe\\tul In meebng pldnned output t d ~  gets f o ~  constr uctlon and 
renovdtlon of f ~ c ~ l ~ t l e s ,  outpdc~ng the nb111ty of the system to eftectrvely use the new dnd 
expdnded FP centers 

Equlptnent wds ~nsutticrent tn 67 percent ot the cenlcrs t:quqmtnt nvdilrlblc In somc centers 
wds poorly tnalntdlned 

To coordmdte contraceptive Input!, a "Contrdceptlve Products RequntrnenLs Comm~tt~e" wd\ 

formed among donon, principally USAID and UNFPA 

Stocks of contrdceptives were generdlly suftlc~ent dt the ctntrd and ~cgondl levels I'LI rodlc 
"~tock outs" were reported, however, at all the FP cllntcf; v~s~ted by the evdudt~on tedm Supply 
problems resulted from weaknesses m the d~stsrbut~on syftem (ldck of project veh~des and fuel 
~t the reglondl levels were often crted) 

Control ot rnventones was poor dt both the centrdl and clmcdl level\ n o  clear control over the 
centrdl warehouse, no rnventory cdrds or stock register, ~tglondl m d  cl~n~cdl methods for 
rnventory ~ontrols vdned conuderdbly 



I'he rndndgement Into1 mdwn \ystcm d d  not pioduce the ddtd dnd ieporks nece\sdly to mdndge 
log~stics Ddtd incon3istencres exlsted throughout the system, numbers conflicted between 
logistics-bdsed ddtd 2nd cl~nic-bdwd ddtd 

Logrst~~ stdfi hdd not betn sutlkltntly trdlned in many bdslc concepts of loglstlcr mnnagement 

8 Women in develournent sub-projects 

Attempts to develop smdli u l e  p~ elect\ to gene1 ate women's inmine dnd to tncredw women7$ 
exposuie to FP intor mdtm were not successful 

Few of the 62 WID sub-prolects envisioned under the origrndl Grdnt Agreement met mlnimum 
credit criterld 

The GOS dgency r~ywns~ble for rrrdndgement of villdge-level development projects did not seem 
prepdied to prov~de the nidndgemerit dnd st& resources to ddrnmster the WID sub-projects, the 
project stdfi wds not equipped to dedl w~th the kind of rnstitubonal requisites necessdry to 
mmage these sub-pi o j c ~ b  

These women ,.ietiv~ti~s sec~ned to be mdrglndl to the centrdl cl~nicdl thrust of the proleLt 

PPPS clinic workers were hrghly motlvdted, fdcillties and equipment seemed well cdred for 
Sdlmes pd~d to PPPS clln~c st& were often higher than sdlaries pad to public sector personnel 

Farnll y health and populdtlon clctiv~ t~es of PPPS 01 gmizabons genercllly conformed w~th the 
hedlth policies of Senegdl dnd furthered project objectives Client sdbsfactlon at PPS FP clinics 
compd~ed v u y  idvo~dhly to clrent oplnions dt publrc sector facrl~t~es However, there were no 
dppdrent fund\ thdt could continue to support PPPS clrn~cr, if USAlD fundmg were term~ndted 

Considerdbk effort was [ndde In the pldnnrng dnd design of d CSM progrdtn for Sen~gdl 
Pol~tlcdl support hdd bcen secured from key secton, but wpport from GOS dnd the med~cdl 
estdblishment wd5 stdl to come 

Bavc census reports were puhlrshed w~thin thee yedrs of the census, as specified in the project 
logfrdme Regiondl demograph~c surveys were not carned out as planned 

Infortnat~on prepxed by the Ndtlondl Bureau ot Sfdt~st~c~i (BNR) wds not adequately dtffu~ed to, 
or wed by, the cl~nicdl wb-components and other datd user\ Exlstmg wrveys dnd cenms ddtd 



were not fully exploited to asslyt the FP progrdtn in pldnntrig dnd evdiunt~on of Impact 

In-country, long-term dnd short-term oveneds trdlnlng wds dch~eved d$ pldnned, dnd provlded 
needed rkdls to census stdft 

During the project, the BNR had four dltferent Dlrector~, and unticrwent d number of 
reorganrzdt~ons whlch d~srupted the continuity dnd coherence of t h ~ .  R N K  component of the 
project 

PROJECT ACCOMPLISHMENTS 

The prolect dchleved most of the prolect outputs, In form or sul~,tdnce I he number of fdcllltle$ 
providmg servlces exceeded project tdrgetq 

Ae d result of the evduatlon, (1) medeuresl were tdken to consoldate k t y  dct~vltles w i t h  the 
project and to enwre the financial lntegrlty of these dctlvltle\, so thit ohlect~ves could be 
dchleved wtthln the tlme frame, (2) d log~stic\ mdndgement system, d rtwdrch Wategy, dnd 
5pecldl cr I tem to1 WID sub-prolects were developed, (7) I evlew of IEC rndtertdl4 wa\ 
undertdken 

1 Incredserl awareness of dernographtc tacton 

The project helped to Increase the awareness of GOS plmner\ and pollcy rndkerj to the 
importdnce of demogrdphic fdctors In development pldnnlng As d result, d Ndtlondl Populdtion 
Policy was adopted ln April 1988, dnd d Ndtmal Fdmlly Pldnnmg Pol~cy wds put Into effect In 
Mdrch 1990 

2 lncreasled access to modern famtly planning method5 

The IEC campalgn of 1988-1989 wa\ very slucces\ful in tncredslng overdl1 awarenes\ and 
dcceptdnce of FP 

The number of dcove contrdceptrve dcceptors lncredsed from 7,500 In 1985 to 29,890 rn 1990 
dt publl~ sector cllnics In the prrvate ~ector, that number rncremd from 1,000 In 1985 to 9,111 
In 1990 Agarnst the onglndl project god1 of 200,000 dccepton by 1992, there were, in 1990, 
70,107 dccepton rn dl1 sector? u w g  modern contrdcept~ve method5 

The development of a core of ndt~onal trainers wds d notdble success of the project W~th the 
~nst~tutlondhzdtlon of in-country trdlnlng cdpdblhty, mole tn-countly t ~ m ~ n g  dnd les? USA bdsed 
trdlnlng wa(i provlded, and the tranmg tdrgets set In the project were surpdssed (the number of 
mldwlves dnd phy5lclans trdlned exceeded prolect objectives) 



The project prov~detl useful techmeal dswtance and trdlnrng to BNR shift 1n demopphy dnd 
census methtxlology Trdin~ng dnd semndrs in pupuldtron policy and the impact of populdtion 
growth on developnlent helped to incredse GOS dwareness oi population issues md contr~buted 
to the development of d ndt~ondl populdtlon polrcy 

4 Demogr aphic datd bdre Improvement 

One lmportdnt dctwty of the project wds to implove Senegal's demog~dphlc data bd\e This 
d~tlvity incredsed dwdr~ne\s of the reldtionship between rdpld population growth a d  overall 
economlc dnd soc~dl development, lind dllowed more effective development pldnnmg to tdke 
p k e  Two importdnt tlemogrdphrc dnd FP wveys dnd d ndtiondl ~ e n w  of population weie 
cdrrlecl out dur~ng the project pel ~ o d  

LESSONS LEARNED 

1 Overdesign dnd unde~ tunding ot the prqect 

d The poject purpose wd\ too optirn~stlc dnd unredli\tic to be dccompllshed within the 
pr oposed time fr dine dnd glven the cultul dl dnd policy posltmn of Senegdl dt the time the project 
was first de\lgned 

b The nu~nlm ot p~olect components wd5 too lctlge to be wccesstully indndged by 
USAID, the GOS, or the Coflbd~tOr, dur~rig the dntlcipdted hfe of the project The number of 
nctmhes to be c m  itd ol~t under ench cornponcnt wds too ldrge, dnd then focu, too wide 

c The dltfusion of duthority dmong mdny pnoject components made ~t difficult to 
deterrmne who wds ultlmdtely reqmuble for mdny decluons 

d The level of findncidl rtwulce\ plovicled by USAID d l o r  dvdlldble isom the GOS 
wds inwtficlent to suppoi t thc h g e  number of  components dnd dcfiVlhe\ GOS dccountlng 
rysteln wdr i n ~ f f ' i c i ~ ~ ~ t  10 controI ddvdn~er ot U S funds 

e 1 he prop,t provrded rnwtficient trd~ning dnd technrcdl dwstdnce to develop dn 
ddequdte nu~nhtr dnd qucrllty of locdl mdndgement dnd technicdl \tdft cdpdcity to sustdin d l  
poject coinponentr md dctlvltles 

f USAID $hot~ld tnkc mto mount the GOS dbil~ty to findncidlly support d prqect, drld 
trd~k whethu t h ~  GO5 lindnc~d ~o~nrnit~rlcnt 1s hemg met 

g USAID sllou13 rndke flexrble grdnt agreements, so ds to tre USAID contrrbutions to 
pre-detei rnlned prolect pcrtorrndn~c or other Lriterid 



d In large projects, separate technical evdludt~on\ of tndependent project components 
should be carrred out before conductmg dn tntegrdted progrdtn dnd rnnmgerntnt evaluatron 

b The lack of relevmt evaludtlon criteria, of a (;y\tcin tor collt~tmg operat~onal hid,  
dnd mufficlent tme on the pdrt of the evdludtlon team Imted dn ev,il!ut~on of mdndgernent 
iswe5 In m y  depth 

c GOS urged thdt the evaludtton tenm give dttent~on to project ddm1n15trdt1on, ejpeclally 
to the cost effectweneqs of project components If efficrent project rmndgernent that dswred 
prolect ~u\tdmablltty, wds d goal at the prateLt, crlterin for evdudting mmctgement eftecttvene~c 
should hdve been mcluded m the Project Agreement 



PROJEC'B SUMMARY 

ENEA RURAL MANAGEMENT TIPAlNlNG 685-0256 
Project Duratmn FY 82 - FY 88 
Totdl Cost of Project $3 1 mllion 

Source USA1 D/Senegdl Progrdm Overview, February 1987 
USA1DISenegal Project Awstdnce Completmn Report, June 1988 

PROJECT DESCRfPTION 

The purpose of thrs project wds to develop the cdpdc~ty of the Ecole Nationale d'Economre 
Appliquee (ENEA) to trdin lower- and m~ddle-level iural development cadres In mdndgerial skills 
reldhng to project design, ~mplernentdtlon, dnd evdluabon The trdlnmg program dlmed to 
support rurdl employment dnd self-suttkiency m Senegal 

ENEA hds served tor rndny yedn ds d key trdlning institut~on tor government rurdl development 
dgents The project built upon ENbA's estdbhhed trdlning system, comhln~ng extenuve field 
euerclres w~th cldswom work I hrough technicdl dssi\tdnce dnd curriculum redes~gn, the 
project developtd "trdinrng of t rmcn"  te~hnrques thdt provided locdl oigdnizdtions wlth ploject 
management skills The plolect dlso rncluded rn intormdl l~terdcy trdlnlng component designed 
to d ~ d  ENEA grddudtes In initidt~ng lrte~dcy projects in rural dreds ENEA dl90 dccepted foreign 
students from other Sdhelldn countrres, lend~ng d reg~ondl lmpdct to the project 

The project prov~ded d three-perwn technicdl dssistdnce tedm from Texas Tech University, plus 
short-term consultdnts, md sent ENEA faculty members to the U S for mandgement trdlnmg 
A US personal wvices contrdctor developed mdndgement related literacy techmques, to be used 
In the trd~ning of mdndgement trdiners 

IMPLEMENI A7 ION EXPERiENCE 

1 he project was rrnpkmented In d trmely idshlon All project Inputs dnd other elements were 
In place Irnplernent&~n wds ettect~ve md the estdblished yedrly tdrgets were dttdined 

Despite the project's succesj in rnctting it\ orlglndl objectives, ENEA7s dbil~ty to ~ury these 
gdlns forwad or trdnsldte ploject succe\\ into meaningful tranlng programs was constrdlned by 
d number of redl~trcc, wh~ch wert not perce~ved at the tlme the project was designed and 
duthorlzed 

rhese constrdrnts rnclitded (A) d "top-down" management structure unsuited to an acadern~c 
~nstitution, (b) d ldck of regular communication between ENEA, the orgdnlzabons which used 



it, and other trdlnlng ~nstltuhons, both governmentdl and prwdte, (c) d cumbersome bureducrdcy 
at ENEA thdt h~ndered the pldnn~ng dnd execution of routine tdsks, (d) d hcE, of relldble findncldl 
support from GOS, which mdde acqulsltlons or expenditure\ problerndtrcdl, (t) d polrcy of 5taff 
trdmng, work dwgnments, and arbrtrdry promotwn thnt d ~ d  not dlwdys reflect the cdpablhtles 
or contr~butlons of  mdtvldudh 

Due to the dbove conditions, the ENEA stdft wds o n  the whole poo~ly motivnted, or motivated 
by f~ndncldl conslderdtrom dlone Mdny were dlssdtlsfied wrth workmg condltrons dnd wdnted 
to ledve ?his ~ncluded several grddudtes of Texds Fech who hdd not k e n  glvtn tedchlng 
drs~gnrnents commensurdte with thelr trnrnmg smce returnmg to ENLA 

I he ~mplementdtton of the ~n-service trdrnlng workshop wds dn rnnovdtlon for ENEA Th~s 
trd~nlng showed gredt potential tor the systematic upgrddlng of sktllr ot the protess~ondl stdtt 

An rntormdtron mdndgement component of the project enhdnced tht pel tormnnce of ENEA's 
l~bt dry dnd resedrch un~ts, dldlng the tedchlng staff to ef frclently hdndle the mfor mdtron 
exchdnges wlthln ENEA Howeve1 , cornmunrcdtlon dnd dlsemlndtlon of rnformdtron generated 
by drvrwms withm ENEA were not always tlirtr~buted to othu (I~v~slons 

PROJECT ACCOMPLISHMENTS 

Nme out of ten pdrtlclpdnts wccessfully completed grddudte trdinlng Seven new mdndgement 
courses were introduced into ENEA'5 core currtculum dnd spe~dized college program A 
trdlnlng book trm4ited Into four ndtiondl ldngudges dnd other tedchlng mdterldls were tested dnd 
dis\emmdted Seven (;emmar\ and trdlning wol kshops In mandgement md computer operations 
were completed Two ~n-rervlce tramng sessions for ENEA grddudtes were cnrried out 

The project tmproved ENEA'5 specldhzed courre5 ENEA'r db111ty to dellver trdmng for rural 
indndgement was ~mpioved, ~ t \  tedchlng staff upgrdded dnd ~ t s  curr~culum nude more relevdnt 

LbSSONS LEARNED 

1 Without certm reforms, such ds d real decentrdlizdtlon et to~ t dnd findncidl rupport 
on the part of GOS, the growth of ENEA would have d limited rrnpdct on the ndt~ondl qcene 

2 Indlvidudl college\ w~thin ENEA should f-unctwn ds Independent ent~t~er with the11 
own authority to implement research projects w~thrn ENEA 1 hir would fdc~lltdte contrdcturll 
lmplementatm and enhance then- effectwenes 



PKOJEC F SUMMARY 

COMMUNITY AND b N  TERPKISE DEVELOPMENT 885-0280 
Project Durdtion FY 84 - FY 94 
rotdl Cost of Project $15 0 rmllron 

Source IJSAI D/Seriegdl PI o g ~  dm Overv~ew, Mdi ch 1993 
Flndl EvdhdttlOn Report, PVO Component, by DATEX, Inc , July 1991 
Flndl bvdludt~on Report, Smdii %,die Enterprise Component, by Socldl 

Con\ultdnt$ Internntlondl, inc , JdIIudly 1994 

PROJECT DESCRII'TIQI 

The purpose of the project wds to endble vllldge groups dnd smdl entrepreneurs to mdndge dnd 
sustdin their own development The p~oject hdd two components (1) sub-gdnts to U S dnd 
locdl PVO\ to djslrt villdge orgdnizdtions (VOs), through the provrsion of b;uning, technicdl 
ddv~ce, dnd ciedlt, to pldn and trnplement findnc~dlly vidble productive dctivit~es, dnd (2) 3 loan 
fund providing cred~t to smdll scdle enterprises (SSEs) using strlct busmess cnterld dnd the 
hlghest legdl dllowdble interest rdte 

Phe prolect site5 werc orlgrndlly in  the Regions of Kdold~k, Fdtick, Th~ks, Drourbel, dnd Ddkdt 
They were subsequently extended to the Keg~ons of Z~gulnchor , Koldd, dnd Tdmbdcoundd, wtth 
d GUS contribution of $I  7 rnilllon to support the SSE component dctrvlties In these regions 

From Ddkdr, d Mdrldge~nent Un~t  (MU) funded under d cooperdtlve dgreernent wlth New 
Trdn\century Fo~nd~it~on nidndged dnd monrtored dl1 project dctrvitle\ A Ndtlondl Project 
Commrttee, wh~ch included repre5entdtlves of USAID md six COS concerned minrstries, 
dpproved PVO propogdls, rewewed overdll project pollcy dnd crrterrd for selection ot 
beneficimes, dnd pdiZl~lpdted In per1 odlc project I evlew dnd evdludtlons 

IMPLEMENTATION hXPERIkNCE 

A PVOCOMPONENT 

There were d number of rndndgement dnd ~mplemenLition problems reldted to the ongindl project 
design Mdny ot them \urt~ced early In the project's long h~story and were wo~ked out through 
change\ In the ~mplernentntion prow\\ Other\ were never resolved and remaned wlth the 
project until the end ot the PVO ~omponent 



One level of project complexity wds cdused by the mdrrldge ot the two dl\ el se components, SSE 
dnd PVO, on the dssumphon that they would be complementdry Instedd oi relnforclng edch 
other, this cobbllng of components wrth different oblect~ves dnd ntce\wlly divergent 
methodologres worked to the detriment of the more complex dnd mdn,tgement-lntenwe PVO 
dctlvltle5 

Project rmplementdtlon was complex and cumbersome In term\ of proce3s dnd functrons 
Whereds the MU hdd re~ponslb~lrty for ~mplementdt~on, tt did not hdve commenwrdte author~ty 
The effort ~nvolved In obtdlnlng dpprovah wa\ lnordlndte, dnd cons~derdbly decreased the 
flexlb~lrty thdt the MU should hdve had In decrwn mdklng 

2 Start-up tme 

I he project took dpproxlmdtely two dnd d hdlf year\ longer thdn dnticlpdted to get dl1 units in 

pldce dnd up and runnrng, effect~vely reducmg the lite ot project from vu to three and a halt 
yedrs Over two yeas eldpqed between drdftlng the PP dnd prolect 5t~rt-up 

Overly optlrn~strc dsrumptlons were mdde dbout PVOINGO wrllingness dnd cdpactty to 
pdrtlclpdte, d5 wet1 d5 VOs' level ot development dnd prepdrdtion tor credrt-bdsed dcttvltleq The 
dpprovdl process wds ex~eed~ngly slow tor subproject dctlvittcs 

One result of these tlmtng problems wds thdt fm fewer VOs were redcheci and tho~e thdt were 
5erved hdd much lev, tlme to lnterdct wlth project-provided wvlces thdn wd5 Intended 

PVOs dnd NGOs dld not volunteer to pdrt~clpdte In the prolect 111 dnywher e near the numbers 
dntlctpdted The prolect eventudlly worked w~th every PVOINGO thdt could meet the b d ~ c  
reglstrdtlon requrrements 

Among the redsons for th~s reiuctdnce wds thdt lndny PVO\/NGO\ ptrcelved the project's 
condlt~ons and restrlctlons on dctlvltles ds too difficult, dnd USAID's reportrng dnd duditrng 
requirements d~ too ~ntruslve Smce key aspect of the project relrcd on d credlt and lodn 
repdyment approach w~th wh~ch most PVOsINGOs hdd lrttle or no txpenence, mdny wert 
reluctant to pdrbcrpate rn such a prescrrptive program 

lnslstence on the cntenon of cred~t worthmess In all VO activities Ignored the vdmtrons In the 
level of ~n\t~tutrondl development among VO\, mdny of which d ~ d  not eved exljt prlor to thc 
project 



Due In part to the mfluence of the "minimdlist cled~t (,bdtejgW wed by the project'\ other 
component (SSE), rncorne geneldting wbprojects were the only types of dcttv~t~es thdt VOs could 
cons~der The ratrbndle adopted by the MU dnd USAIDISenegdl wds that short term, proflt 
mdkmg subpro)ect\ we1 e needed to produce revenue with wh~ch to pay back loans, and to findnce 
other subprojects from d revolving hnd  

VOs were severely limited In the scope dnd type5 of projects wh~ch welt: deemed credit worthy 
by the prole~t V~lldge projects ~nvolv~ng wmdbredks, boodlot, and fruit trees, for exdmple, 
were ellmlndted from consrde~dtion becduse of thew lndlrect and long term pdyofh 

In~tidlly, the Ndtlondl Piolect Cornmlttee alw contnbuted to th~s  problem by only dllowlng 
qg~culture-reldted dctlvltles In the dry sedson for fedr thdt the PVOsiNGOs' work would thredten 
government extenvon dgency 's dctivit~es Later in the hie of the project, thi\ requ~rement was 
reldxed, but 90 percent of all subprojects were In only two sector(, dnlmal fattening dnd 
gdl dening 

Gardemng proved unprofitable in mdny mtdnces, contrddictlng the econormc dndys~s of the PP 
In the end, only dnlmal i3ttenlng oftered d redsondble expectatmn of succeu under project 
policy VOs were werely restricted In terms of Income generdtmg ophons by the project itself, 
dnd lnnovdtive dctivltie\ env~sioned in the PP were precluded 

5 Cred~t ?roviwn or rural development dcttvtt~es'? 

The mdnner 1n which the project evolved p~tted the rurdl development d\pect\ of the PVO 
component dgdlnst the credit proviwn dSpects The PP sdld very little dbout lodn repdyment by 
VOs, concentrdtmg mtead on grant\ to VO\ dnd on lnst~tutlon bulldmg of both VOs and 
PVOs/NGOs The des~gn seemed to view the PVO component ds prepamg VOs for future 
involvement in credit p~ ogrdms 

However, the project wf b e d  a conf uston of objectives dnd shift In emphasts thdt tended to tredt 
loan repayment rdtes d\ uniquely irnportclnt, compdled to more nudnced rneasules of VO b~owth 
dnd development towdrds sustdlndbdity The focus on repdyment rdtes, coupled with the strict 
limits on the types and tlrning of (,ubproject dcbVibe\ dllowed by the project, 3kewed the dchon\ 
of VOs, PVOIINGO~ dnd MU towards profitdbility withm the hfe of the project 

Of- the totdl loans mddc, 65 percent of the principdl wds recovered by the hine of the findl 
evdludtlon 

Be~duse of the expellmentdl nature of the project, the PP cdlkd for USAID to mdlntaln 
considerable project oversight and to contribute on d technical level, while delegating 
~rnplementabon to the MU The Cooperatwe Agreement between USAID and NTF altered the 
oiiglnal PP des~gn,  Iemovlng "as much of the rnandgernent bulden ds posslble from 



USAID/Senegdln, dnd "ledving the pnmdry project lmplementdtron responslb~l~ty wlth tht 
Mdndgement Unit (MU) " 

1 he indccurdte dssumpt~on In the PP thdt USAlD would undertdke specific mdndgement tdsks, 
such ds PVOINGO coordmdtm and technicdl agrlculturdl rupervlrlon, mdy have led to an 
underestimation of the 5taff strength w h ~ c h  would be needed by the M U  Almo$t dl1 of 
USAIDISenegal's substanbd lnvolvement wd5 delegdted edrly In the prolect to dn already fully 
occupled Ass~stdnt Project Mdnager Important project tdsks, wch ds PVOINGO recruitmg, and 
techn~cal dgricultural feasiblhty dnalysis, d ~ d  not get the dttentlon cdiled for in  the Cooperdtive 
Agreement 

This reduction In USAID's lnvolvement without d compensdtlng rncredse In M U  stdff, especlnlly 
coupled wlth ~ndccurdte dssumptlons about PVOINGO technlcdl cdpdcitles, contr~buted to 
unskilled &/or ~nexper~enced PVOsINGOs dnd VOs mak~ng poor declwms thdt cost d e d y  

uSAID/Senegdl'~ dlmlnlshed role dlso restricted I& abillty to lean morL ~ I I  st-hdnd from thl\ 
prolect ~t wds reduced to the role of d somewhdt d~stant overseer, otten unsure ot exdctly whdt 
wds hdppenrng dnd (;ometimes mtstrustful In thdt ignorance 

7 MU staffing. level of etfort. sk~ll requirements 

At the outset, the MU dppeared to have d bdldnced dnd ddtqudte stdtt However, by the end ot 
1986, when the prole~t hdd virtudlly \pht Into two dlspdrdte pdrts, thc stdfting problems becdmt 
dcute The cred~t spec~dllst dss~gned to the MU, fully occup~ed w~th the SSE, component, refused 
to work with the PVO component This effecttvely left the PVO specldht dnd the trdmng 
~pec~dlist with the ~espons~blllty of mdnaging dl1 of the PVO component tasks wpport m i  
dssrstdnce to etght PVOsINGOs (most of which needed cons~derdble dw~tdnce), d grdnt dnd 
cred~t program for 57 VOs with 114 wbprolects, dnd d literacy dnd cred~t mdndgement training 
progrdrn for 57 VOs 

The md-term evdudbon recommended that the PVO stdff be ~ncrensed, but thls wds never done 
By the end of the PVO component, thn staffing problem hdd contributed to conslderdble rdncor 
between USAID/Senegdl and the W O  component stdff 

8 Natlonal Proyxt Commrttee (NPC) role 

rhe PP descr~hed the NPC ds d pollcy mdking commlttce, but the PP Executive Summary 
described ~t as d mmdgement cammlttee re~ponsible for the dpproval 01 ~ndiv~dudl ~ubprolects 
The NPC mernben were of d level of 5enlonty thdt wds not conducive to the detaded study of 
mdividual mbproject proposals m d  mandgerlal a~tlvtt~es 

I 

I he expenmental, pllot nature of the project, both In ~ t s  credlt dspects dnd in ~ t \  ~nvolvement of 
PVOs In a major project, undertdken dunng an economlcdlly penlous tlmt In Senegal, probably 
contributed to an overly cdutious npprodch on behdlf of the GOS, whtch ~nmted on followmg 



project dct~v~t~er  very closely Thrr clore mdndgement dnd monltorrng of the ploject edsed 
cons~derdbly towdrdr the end of the prolect, when its bengn ndtwre wds cledr to dl1 

I 

9 Cool dlndtlan and commun~cation dmong PVOsINGOs 

The project prov~ded dn opportunrty for PVOs dnd NGOs to ledrn from edch other, to become 
more effective partrc~pdnts in rural development dnd enterprise promotion However, thls 
opportunity wds not exploited 

The MU brought IPVO~ dnd NGOs together for trdinmg In how to better funcbon wlth~n the 
project, but drd not sense the responsrbrlrty ot tdcilrtdtrng PVOINGO communicdtrons dnd mutudl 
learrung Keldtively httle exchdnge took pldce, desplte the fdct thdt the eght PVOdNGOs were 
grappling w~th mdny wnrld~ Issue\ (techni~dl problems, mdrketlng, VO shengthenmg, etc ) 

S~milarly, reldtively little exchange took p lxe  dmong VOs' members, who dlso hdd a lot to ledrn 
fi om edch other 

10 Monltorq dnd evnludtion 

Ddtd on cred~t dnd lodn dctiv~tres wds collected qudrtelly, but there wds no effectwe monitoring 
system of m y  other dspect ot the PVO component The Mu's loan tncbng system chd not 
prov~de the M U  w~th reports contdmng the VO lodn porttolro stdtus rntormdtion needed to mdke 
mformed credrt mdndgement decisions The MU drd not generdte dction-or~ented credit 
ddrmn~strdtwn reports, dnd could not effectrvely follow up ~ t s  lodns 

The PVO component Id~ked hdselrne ddtd dgdmst w h ~ h  to evdludte the progrew ot the project 

11 The V~lldge Educdt~nn Progrdm (VEP] 

The VEP, one highlight of the prolect, wds not l~sted among project outputs in the oliginal PP 
After the mrd-term evdludtion dnd subqequent PP dmendment, the VEP wds e5tdblished to tram 
v~lldgen in reddlng dnd wntlng, dnd rn basrc slulls wh~ch would help them implement thelr own 
project\ 

The VEP Id\ted two yedn, durlng whlch some 1,000 v~lldgers partlclpated Two hundred lesson 
plms wele developed In wolof dnd serer, dong w~th methodology gu~der In both Idngudge\ and 
d gulde to mdndgement of projects In wolof 

B SMALL SCALE ENTERPRISE COMPONENT 

S~nce June 1885, the project provrded awstance to SSEs to engdge In income-generdt~ng 



dctrvitles At the outset of the project, ~t wds presumed thdt once the project wds developed and 
hdd demonstrdted thdt extend~ng credit to SSEs wds d vldble dnd protitdble dctlv~ty, locdl 
comtnerc~dl hmk\ would tdke over the dctlvrty dnd stredml~ne ~t dmong ~ t s  own operdt~ons 

The prolect developed dn effectrve model for provrdmg credlt to SSEs rhls edrly success, dnd 
the GOS' request for awstance in employment generdtron, led to d declwn to expand SSE credlt 
dcttv~tles to Dakar 

By 1988, however, tt wds evldent that none of the hanks were interested ~n th~r  dctlvtty nor In 
the SSE portfolio of lodns, and the declsion was mdde to credte dn ~nstitutlon to conbnue the 
dctlvrtres of the project at ~ t s  conclusion No dchon would be tdken to formahze such an 
lnstltutlon untd the project proved I ~ Y  findncldl vldb~llty 

In Jdnudry 1990, the SSE credlt component wns physlcdlly sepdrdted from the PVO component 
(though technicdlly ~t wa(; stdl part of the Comtnunlty and Enterprise D~velopment Prolect) 
I h ~ s  cred~t actwty wm named ACEP (Agence de Cr6dlt pour 1'Entreprw Pnvee) By 199 1, 
the ACEP component started to prove I ~ Y  financ~dl vrdb~llty 

Mednwhde, the Centrdl Bank of West Afrlcdn Stdtes (BCEAO) hdd btcome dwdre of the urgent 
nced to promote savrngs dnd credit orgdn~zdt~ons BCEAO ordered sevei dl Wdtes to determine 
the most dppropndte legal framework for such Instltutlons to operdte effect~vely In Senegdl At 
the ume hme, ACEP had rdent~f~ed the most lmportdnt cntei la dnd cond~tlons that hdd to be met 
to operdte efficiently d\ a vldbk! dnd profitable ~nstltutlon Thcse were (1) be tdx exempt ~n 
order to malntdln ~ t s  flndncrdl vrabiltty, (2) be grdnted the treedom to s ~ t  ~ t s  Interest rdtes for 
both saving5 md credlt, (3) have the abtllty to sollclt dnd recelve wings fiom the generdl 
publlc, and receive grants and credit Imes from donor countries and other orgdnlzat~ons, (4) 
remdln a pnvate mtltubon with no outslde Interference 

Based on the above mtend, and after revlewlng the rewlts of the preltmindry rtudles conducted 
dt the reque\t of BCEAO, ACEP's mdndgement dec~ded thdt the most qpropndte type of 
~nstltutlon to take over ACEP dct~vrtres would be d Cred~t Unwn USAID dgreed with thdt 
concept and wds dbk to convmce the Mlnrstry of Frndnce to secure dn ~nter~m leg~sldtlon for the 
estdbhshment of such ~ r e d ~ t  enhtles 

The rntenm leg~dahon wds isued rn F~brudry 1993, dnd In edrly Mdrch 1993 membersh~p wds 
opened to create the new mstituQon By the end of March 1993 the founding members officrdlly 
estdbhhed the newly credted credlt umon, Alhdnce de CrCdlt et d7Epdrgne pour la Production 
(ACEP), to take over the dchvrtles of the exlstrng ACEP In Mdy 1993 the Mmstry of Flndnce 
officially approved the new ~nstrtut~on's stdtutes dnd grdnted ~t its Ch~rter 

As of the end ot November, the lnst~tutrondllzat~on of thrs prolect hdd been technlcdlly dchieved 
However, ~t was incomplete as the new mtrtutlon could not beg~n to functlon and dssume the 
operdtlons of ACEP untd the ACEP project assets were trdnsfer red to ~t The Grant Agreement 
drd not clearly define the cond~trons and procedures by whtch those assets would be trdnqferred 



This created contuwn dnd mr\undastdnding concerning the findl dispubon of the project'\ 
duets The trdnsfer wdt, findlly completed In December 1993 

I 

2 ACEP'\ organ~zdtlon 3tr ucture dnd ~taff 

Pnor to the credtlon of ACEP, the SSE component was structured in great measure to pr odu~e 
reports rdther thdn findnc~dl results Profess~onal stdff devoted much bme to the wrlbng of 
financ~dl dndlysls tor edch loan dppl~cdtlon, desplte the fact that data m the informal sector wa(; 
~nd~dlldbk or unrehble Brdnch mdnagers were requlred to produce monthly acbvlty reporb, 
detdrled &count\ of vi\rt\ to clients, etc As one ex-SSE stdff stdted "It wds d project, not d 

bunners " 

New mdnagement rdd~cdlly chdnged the structure of the SSE component The SSE credit 
component wds phy\ically ~epdrdted from the rest of the projeLt dnd renamed ACEP (Agence de 
Cred~t pour 17Entreprrse Prlvee) The orgdnizdtion structure wdc; chdnged to conform to d model 
desibqed to re@ondlize ACEP's findncldl services Flndncidl dndyst poslbons were ehmindted 
dnd the post of reg~ondl mdnager was created Edch regional mdndger wds respns~ble for the 
portiolio and supervwon of four to tive branches All accountmg, loan traclung, etc became 
the responslbil~ty of heddqudrters Wlth a complete support \ystem fkom heddqudrten, the 
branch dnd regondl mdndgers7 only concern was to develop volume, whlle mdlntarnrng qudlrty 

I3etween 1989 dnrl October 1992, the NTF reprewtdtwe served ds ACEP7s director In Octobe~ 
1992, a Senegdlese ndtlondl wds ndrned dlrector general At the time of the evdudtlon, ACEP 
employed 29 proiessronnl\, of whlch 23 were field stdff One Important dttrlbute of ACEP'j 
d~st~nct organlzdtlondl culture wds that \tdf performed d\ pdrt of d t am,  shdrlng informdtion md 
expenence, edch member tdkmg responslbllity for the whole 

3 ACEP's findnc~dl dnd dccountlnf procedures 

The evdludtron tedm found thdt ACEP's Mdnudl of Procedures wds complete and thorough In 
~h opinion, ACEP's excellent loan portfolio was proof of the effectiveness of the organrzabon'\ 
findncrdl dnd dccountlng procedures 

ACEP's dccounting dnd findncldl sycitems were reguldrly dudited In 1993, USAID contrdcted 
wrth the locd Pnce Waterhouse dfllldte for dn dudit of the financial stdtements submitted by 
ACEP to USAID The firm stdted thdt ACEP's financid statements could not be aud~ted because 
it did not hdve d double-entry dccountmg system As d project, ACEP's accounting system had 
been set up, wlth USAID7s dpprovdl, primrily to trdck project expenditures and did not con lo^ In 
to the Senegdlese dccounting rules After much discussion over the years, it wds finally dec~ded 
that ACEP would instttute a double-entry accountmg system once it became an mdependent 
financ~al ~nst~tutlon Dur~ng FY 1993, ACEP mamtamed bath sy\tems 



4 Factors contrlhutmg to the success of the prqiect 

Among tdctors contnbutmg to the \ u c c e ~  of the project, the evdluat~on tedm put hrst dnd 

foremost the work done by NTF's credlt 5peclalrst Other fdcton were 

d Total autonomy of ACEP Executtve powers glven the technlcdl aswtdnce team, w~th 
no interference or mlcro mdnagement from USAID or GOS USAID's shletdlng ACEP from 
outude poitttcdl pressures 

b Targeted group was selected from \rndll scdle dnd mlcro enterprises, not dble to secure 
lodns from trddltiondl Imt~tuttons More dffluent borrower\ fdrnllra~ w~th the banking system 
were dlscdrded to dvold potent~dl ot such borrowel 5 dhuslng thc ~yrkin  Loan v7e wds defined 
qo ds to perrnlt lending based on chardcter md collaterdl, rdlher than on comphcdted teasibll~ty 
jtud~es ACEP'\ presence in areas vord of any credlt ~nst~tutlon Frequent vlsltc; by ACEP 
brdn~h mandgers to their clrents to Insure proper use of lodn funds dnd tlmely repayment 

c Very low administrabve overhead and modest "no frills" branch offices Profit 
shanng policy for ACEP's employeer, and In particuldr tor brdnch mandgerj 

5 The future dfter prqect completton 

The Mlnistry of Fmance had the re~pons~btllty of monitoring the acttvltler ot dl1 credit union5, 
dnd mtended to contlnue 1ts supportive environment for the newly credted ~nWution to expand 
its dctlvittes dnd extend ~ t s  serv~cer In the dgriculturdl sector 

During the la\t two yedrs of the prolect, severdl donors expreqsed Interest In supporting ACEP's 
dctivltles beyond the PACD A large Cdnadm credlt union hdd dgreed to provide technicdl 
dswtdnce for three yem,  wlth Cdnddlan Government funding 

PROJECT ACCOMPLISHMENTS 

A PVO COMPONENT 

1 he prqect was deslgned In 1983 as a plot project, m part to test the hypothew that PVOs and 
NGO? could be an effectwe altematlve to traditional government services to meet the needr at 
smdl farmer? for good\ and servlces 

The onglnal project tagets of 25-30 PVOs enrolled In the project, del~verxng needed services 
to 200 VOs, were revised ds a result of the m~d-term evaluatwn, and reduced re\pect~vely to 8 
PVOs and 55-60 VOT I 

By the completion of the PVO component, dl1 e~ght PVOslNG05 hnd received convderdble 
rnstitutiondl support dfld trdlnlng, dnd hdd dcqulred exten$lve exptl ltnce ~n working ln rurd! 



community development prolects rhey hdd dlso gdined extensive experience w~th ru~dl credit 

The eight PVOs/NGOs worked wrth 57 VOs, and deslgned and managed some 114 vlllage 
subprojects F ~ v e  continued to colldbo~dte with the VOs they hdd lnlbdlly worked with in the 
project, dnd acbvely sought fundmg from non-project sources The other three PVOsINGOs d d  
not continue to work w~th the VOI deer their projKt funding ended 

Of the 57 VOs, dt ledst three could be cons~dered v~rtudlly self-sufficclent dt the end of the 
project, and hdd the leadership, management and financldl slulls to undertdke both Income 
generdting dnd communl ty development projects profitdbl y , 

Other VOs dckowledged thdt their pdrti~~pdt~on in the proje~t hdd grven them d sense 01 
Wllddrlty md dn L X ~ I  l twe 01 workmg together on subpropts 

The VEP wds of high qudlity dnd wds gredtly dppRcldted by rurdl producers VO memben 
spoke with dn unusudl degree of ~ophl~tl~dtlon when dwussmg cred~t, loans, mterest, repdyment 
rdtes, buslnesj mdndgement prdctlces, dnd the l~ke  A\ medsured by better credit repdyment rdtes 
and group cohesion mong VOs that most intenswely used th~s  trdlning, the VEP contributed to 
the groups' sense of ownenhip, d key element of long term s~stdlndblht~' dnd self-relldnce 

As d pllot prolect, the PVO component demonstrdted that PVOsINGOs could deliver goods dnd 
vxvlces to rurdl commun~ties The project strengthened PVOsINGOs \o thdt they could work 
effect~vely in the ruidl are&\, helping to f ~ l l  gdps credted In iurdl development by GOS' policy 
of decentrdllzdtlon 

The project dlso dppdrently helped to chdnge the dthtude of GOS from one of suspicion dnd 
doubt ahout the cdpdbil~ty of ndtlondl dnd mterndt~ondl NGOs to mdndge rurdl development 
pojects, to one ot dcceptdnce dnd willingne\s to work with USAID and other donors to dssist 
~n their developlnent 

B SMALL SCALE ENTERPRISE (SSE) COMPONENT 

The project dttdined dl1 its objectives dnd exceeded dl1 its expated output5 

Inst~tutiondlizdt~on of the project through the credtlon of d cred~t unlon wds legdly dttdlned All 
project dssets were trmsferred to the credit unlon The pnvate findncldl m\tltutlon thdt dssumed 
dl1 the profitdble dctlvitles of ACEP commenced operabom In 1994 

Profitdbility of the project wdj demonstrdted 19 97 million CFA net profits posted zn 1991, 
63 62 milllon CFA in 1992, dnd 56 36 million CFA by the end of August 199'3 Approprrdte 
procedures, mdnudls, dnd credlt mdndgement systems wele in pldce dnd were replicated in other 
regions of Senegdl 



By the end of August 1993, tom months before the end ot the SSE component, 3,793 enterpl l\e% 
hdd rece~ved credit from the prolect, dgdtnst dn expected project output of 1,750 

At that ddte, 2,477 new jobs had been credted under 2,209 evdludted l o m  dgdln\t dn expected 
project totdl output of 800 new lobs Thts represented 1 12 new jobs pet lodn, prolectmg thl+ 
fdctot on the totdl of 5,412 lodns made by ACEP, d potent~d 6,061 new job\ were p~obably 
credted 

An dppropl late model for institutiondl~zlng dnd repltcdttng ul bdn bdwl SSE lendmg dctlvlt~es 
was credted Senegd endcted tntertm leglsldtton to dllow w h  tn{tr tu  t ~ o m  to operdte untr 1 
permdnent legtsldtton wds enxted Legtrldtlon wds to be dpp~ovtd by the Wejt Afrlcdn Cent~dl 
Bnnk ~n 1994 

LESSONS LEARNED 

A PVO COMPONENT 

I he 3heer complextty of the prolect desgn wds In ttself mdlor fldw 

The devgn wds unredl~stic In ~ t s  dnticlpdted tmplementdt~on x h ~ d u l e ,  r tduc~ng projtct 
eftectiveness dnd lrnpdct 

PVOsINGOs' percepttons &out the prolect dnd about USAID \ procedure, were dn tmpedtment 
to thew recruitment, reducing the number dnd deldytng the ~nvolvtmtnt, of thow PVO~NCOI 
thdt eventually pdrtictpdted 

I he r~grdity of wbprolect crlterla and their dpphcdtron worked dgd~nst the economlc objectwe\ 
of the project 

Brodder rurdl development oblecttves wffered when d ndrrow medsure of succeT5 In credtt 
provtslon gdined undue linportance 

Implementdtlon of the PVO component was rendered less effecttve by inddequate stdffing 

NPC's excessrve involveinent was a burden to the smooth functlonmg of the project 

By not focusing Tome reTourceq on PVOINGO communlcdttons and coordtndtion, the project 
mr,\ed opportunttres to Improve PVO/NGO effectiveness dnd to Incl edw long term VO 
wGdindbd1ty 

1 

The lnddequdcy of monitoring syytems limited the Mu's  dbtltty to ~dent~fy dldgnose, and awst 
PVOsINGOs and VOc, in ~olvmg tnstltuttonai, mdnagement and techntcal problems 



A jtiong tunctiondl l~terdcy dnd t~ dlnrng progldm can hdve conuder dbk Influence on VO\' long 
term wstdindbillty 

I 

The project demonstrdted thdt surd1 credit wds bddly needed to stlmuldte production, dnd that, 
under the proper conditions, rurdl producer groups would dccept dnd repay lodnj edgerly 

B SMALL SCALE ENTERPRISE COMPONENT 

Futuie project dgreernents should cledrly define the fdte ot project assets dt the end of the 
project, dnd reflect detd~led proctdures concerning the f i n d  disposrtion of such dsW5 

At the outset of simrldi project\, where monitoring of prof-Itdblllty is lrnportdnt, USAID should 
insure thdt the pioject estdhl~sh dn dccountrng system that comphes wlth the ldw\ dnd procedu~e\ 
of the Host Country This would rnwre thdt USAID w~ll be dbk to secure d certified f'indncldl 
jtdtement dt the end of the yedr Both USAID and the Contrdctor hdve to undenbnd dnd 
Interpret Host Country dccountmg systems to dccomodate USAID requirements 

Avoid starting the project without cledr definitm ot project objecbves dnd type of insbtutlon to 
repldce the project dt its mdturity A legdl frdmework must be In pldce governrng the dct~vitles 
of such dn ~nstitutiw dt the outset of the projeLt 
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PROJECT SUMMARY 

AGRICULTURAL PRODUCTION SUPPORT 685-0269 
PI oject Duratron FY 87 - FY 92 
1 otnl Cost of Project $4 0 mrlllon 

Source &ISAID/Senegdl Progrdm Overvrew, Mdrch 1990 
USA1 D/Senegdl Project Assrstance Completion Report, June 199 1 

PROJECT DESCRIPTION 

The project wdc; desrgned to support the 1984 GOS inltldtlve under the New Agricultural Polrcy 
to expdnd the responsrbrl~t~es of Senegal's prwate sector it wd5 to provrde technlcdl dssrstdnce, 
d nine mrllion dollar credit fund, pdrtrcrpant tramng and commodity procurement to fac~litdte 
expdnslon of the pr~vdtrzatton of key cereals product~on Inputs (fert~lrzer, certrfied seed, 
dgr~culturdl equ~pment, crop protectron materldls, etc ), dnd of ceredl\ marketrng dnd 
trdnsformdtlon 

The project's tour compontnts wele 

1 Pr~vdt~zdt~on of  Input marketmg and seed multtpllcdt~on 

Thrs component would facilttdte pnvatlzdtlon, encourdge expdnwn of product~on rnput use, dnd 
would support restructurtng of the cereal? seed sector it would support resedrch by the 
Senegdlese Agl rculturdl Resedrch Inst~tute (ISRA) to permlt effectwe wlect~on dnd multtpl~cdt~on 
of hrghly product~ve cereal vdrtetres, to be reledwd for pr~vdtc sector cert~frcd s ~ e d  
multrpl~cdtion The project would d l w  ,upport Improvement of d seed certtficdtlon dnd qudl~ty 
control progrdm under the Mrnrstry of Rurdl Development (MDR) 

2 Revolvmg credrt 

I h ~ s  compontnt would prov~de nrne m~llron dollm to pdrtlc~ptlng bdnk3 to cxtend cred~t to 
output mdl ketmg dnd transformdt~on enterprises and p~oduct~on Input suppl~et 5 ,  d~\trrbutor\, dnd 
marketing enterprises The project's Bdnkmg Comm~ttee would rnon~tot cl ed~t  pol tcy, dnd d US 
frduc~dry bank would mdnage the fund Under contrdct w~th USAIL), d locdl CPA would 
monrtor the use and lmpdct of lodns rwed to the pr~vdte rector entrepreneurs by partupdt~ng 
bdflk~ 

I hrs component would provrde t~mely dnd dccurdte ceredh production ddtd dnd productron ~nput 
usdge ddtd MDR's Agrculturdl Stdt~\trcs Servrce would gencrdte md analyze ddtd to d\\e\s the 



impact of the project dnd the New Agricultural Policy 

Th~s  component would support the expansion of the pnvat~zdt~on, credlt, dnd stdhstlc\ progrdms 
It would implement dppropndte educdtlonal dnd promotiondl cdmpdigns to expdnd dvdlldble 
~nformdtion for producers, consumers dnd traders to encourage their use of d complete 
technologicdl pdckage of production inputs 

IMPLEMENTATION EXPERIENCE 

During the f h t  two and d hdlt yem, project impleinentdtion suitered from d jeries of deldys 
The Request for Propod\ wd\ ~ssued In late November 1987 The contrdctoi \election procw 
by GOS wds completed in June 1988 Negotiatms between MDR dnd the selected contractor 
Chernonlcs were completed in November 1988 

Due to inflexible GOS contrdcting procedu~es, MDR dnd Chemonics hdd to negotidte two 
separate Hojt Country contrdcts, which were eventudlly signed in July 1989 dnd August 1989 
respect~vely Chemonics dnd the University of Arizond negotidted d wbcontrdct for the 
indnagement of the pdrticipdnt trdlnlng dnd provision ot short-term technicdl dw5tdnce 

USAID negotidted with Cit~hdnk d contract to mdndge the nme mdlion dollar revolving credlt 
fund 

Deldys in contrdctor %dection and contrdct negotidtmns mdde it d~ftlicult for the contrdctor to fill 
the five TA stdff posltlons in a timely manner the Chief of Party m v e d  in country in December 
1988 under d pre-contrdct drrangement, dnd three other specidlists arrived in April-Mdy 1989, 
too late to plan and implement dctlons In dl1 four componenth for the 1989 glowing \edson One 
of them depdrted pmt permdnently in mid-July for medical redsons Further delay enwed when 
USAlD dec~ded to pldce on hold the two vacant posibons 

Fifty-e~ght months of short-term dssntdnce had been pldnned At the bme of the evdluat~on (3% 
years from project dpprovdl, 1% yedrs from the PACD), only d few months of thls awstdnce 
hdd been utilized 

Similarly, only five out of nme host country personnel hdd been qent tor long-term hdinmg 
overseas 



3 Project d e s ~ n  and ~mplernentatton issue? 

There were nurnerou(i contrdd~cbonv and ~nconsistenc~es w~thm the deugn documents, the Grant 
Agreement, and the Host Country contrdct, particularly concernmg the project godls, purpose 
dnd targets 

The resource5 prov~ded In the project de~lgn were insuffic~ent to dccompl~sh the project s 
mult~ple dfld vast oble~t~ve'; Thir wd? clear In the cdse of the ~eed  dct~v~ties, where two experts, 
workmg w~th the11 counterparts, were to work on seed production, qualtty control, and 
certrficdtlon Issues for five types of cereals natmw~de 

51mildrly, the project des~gn assigned dn ~nreaWndbk number of td\k\ to the ~ontrdctor'5 Chet 
Of Pdrt~ 

I he des~gn of the project management dnd decls~on-mak~ng structure wds complex dnd 
cumbenome, ~nvolving the prnc~patlon md approval of d mult~plrc~ty of dutonomous Senegdlese 
pubk and prlvdte sector organizations and committees, severdl dlfterent offices and layer? of 
mmdgernent w ~ t h ~ n  USAID, the contractor's team and the Senegale~e project umt Thir dlvervty 
of dew~on-makers wdq a major cauye for the numerous delay? ~xper~enced in key area5 of 
project lrnplementdt~on 

1 he lines of duthorlty between the pr~nclpal orgdnrzdtlons and ~ndivldtldis respons~ble for project 
~mplementdtlon were not clearly dehneated In the project devgn, and were not clanfied dur~ng 
the ~mplementatron process Thts resulted In continuous struggles dnd confl~cts over both 
techn~cal dnd findnc~dl decision-malung between the dlfterent actors ~nvolved, dnd created tenslon 
dnd ml?trust withm the prolect untt dnd the contractor'? tedm 

Smlldrly, there wds lnddequdte coordlnatlon dnd c0lldbordtlOn between the numerous office5, 
officrdls, dnd experts ~nvolved 

Although the project wds bemg implemented through d Host Country contrdct, USAIDfSenegdl 
personnel dt vanous level\ were unusudlly tnvolved In project ~mplementation dec~s~ons, cduslng 
frustrdtwn w~th~n  the GOS prolect umt Thn s~tuation wds exdcerbdted by uncledr dec~wn 
centers In USAlDfSenegdi dnd confl~ctmg guldan~e from vdr~ous tourLes dt USAID 

At the tlme of the evaluat~on, 17 7 million dolldrs out of 20 rn~lllon obhgdted remamed 
unutll~zed 

4 Pnvdtiz&wn of tnput marketmg and seed mult~plicdtton 

The deslgn of the seed rnulbphcat~on wb-component was bdsed on ~nval~d dswmptions, among 
wh~ch 

- Privdt~zdtmn and rmproved qudlity control in seed multiplrc~tton dnd seed certtticdtion 



would ledd to d sign~ticdntly incredsed use of improved ceredl seed dnd d concomitdnt mcredse 
in ndt~ondl ceredl productron However, dt the tlme of the project design, the vdst mdlority of 
Senegal's ceredl prbducers were ld~gely subsistence f m e r s  m rdlnfed dreds, producing 90 
percent of the country's ceredls These subs~stence famers preferred the trad~hond var~etw, 
frequently ldcked access to whdtever Improved seed might be avadable, dnd were often undble 
to obtdln the fund\ to purchdse such seeds 

- Privdtizatwn of input supply, paticulaly fei'blizers, md ~mproved datd collechon 
concerning Input use, would ledd to incredsed farmer dccess to these inputs dnd thus ~ncreased 
~nput utillzdt~on : However, even the pre-project des~gn dndlyses confirmed that most ceredl 
fdrmers in rdinfed d~eds hdd ne~ther the findncidl resources to purchdse these inputs nor dn 

interest in usmg them, due to the chmdtic dnd findncidl nsks involved Due to the dbsence of 
strong extension support throughout the cereal producrng dreds, most fdrmer5 ldcked the technlcdl 
knowledge to use thew input\ properly 

Dui mg implementdtion, the input p ivdtizdtron dCtIvlhes were ldrgely subsumed unde~ the credit 
component, ds the dellvei y of cred~t to Input suppliers was the mdin mechdnlsm to promote the 
privdtizdtion of input dxstnbutron 

The two US experts dnd thelr counterparts focused on one geographic reglon dnd on one pr imary 
crop, with the subsequent expansion of regrons and crops dependent on the pdce of success of 
theu ln~tlal efforts 

Of the seven long-term BS dnd MS degree tramng positions pldnned for seed-reldted dctivlt~es, 
only two seed specrdlists weie sent to pursue MS degrees Pldnned \hart-term trdlnlng progum\ 
were not executed 

Under pressure from GOS counterparts, dnd in order to respond to the seed dndlysls needs oi 
Senegdl, USAID ordered ~ndpproprrdte and technologicdly too ddvmced Idbordtory equipment, 
wh~ch wds del~vered before the drr~vdl of the Teed specidlists At the tune ot the evdludtion, the 
majority of the equ~pment reindined unpdcked dnd unused 

Seed cerbticdbon procedures were bemg conducted in spite ot d lack of ndtiondl seed leg~sldtion 
to enforce qudl~ty control reguldtions 

5 Revolving credit 

There were mconsrstencle5 dnd confusions In the vdnous project documents concernrng the tdrget 
beneficrdries of the credit component 

The deslgn of thls component was ba\ed on numerous dssumptrons wh~ch proved to be largely 
invahd Two of the most notdble of these assumptions were 

- The commerc~al banks were interested in and willing to lend to the target beneficlate\, 



smdll dnd rned~um-scdle enterprises @ME\) engaged In ceredlr-reldted dctivltle\ It wds found 
thdt the bdnks considered SMEr to be htghly rirky operdttons, dnd thdt ruch firms generdlly 
la~ked the naesqary ~ollateral and formal buwnew skills to qudliiy tor ~ornrnercldl bank lending 

- The banks would be wllltng to extend significant dmounts of further credlt to the Iqes t  
Input dirt~Amt~on firms However, most of these firms had dlreddy borrowed up to the hmlh 
dcceptdble to the bdnks 

USAID dnd MDR dgteed to u\e project credtt funds to conduct d one-yedr, $300,000 test credit 
progrdm to f~ndnce a llmrted number of vegetdble producers, dnd Input trdders that sentxed those 
producers The test would dci'ie'is the fea'iibihty of engdgrng commercl~l banks in lendtng to 
group? In the dgncultural sector whrch the bank$ beheved were less rigky It would dlso test the 
soundnerr of d Wdtegy to drverstfy tdrget groups 

No credlt detndnds were ever made to the fiduciary bdnk by the ellglble pdrt~clpdt~ng bmk\ 

The decirlon dnd lnformdtlon proceyres concerning reque\t(; dnd tnterest rdtes were not well 
hdndled decluons took d long t~me to be reached, in severdl cdser, bdnk\ were not clear whdt 
the findl deciuon wds, or had to wdtt for SIX months to know the decirlon The declslon process 
bypassed the dower review system set up wrth Cibbdnk, and lnvolved USAID dlrectly in project 
declslons 

As A result of the cumbersome dec~(ilon proces, both the prolect dnd USAID lost credtb~llty wlth 
the bdnkr At the sdme bme, the project credlt lme was In d~rect competltlon with other sources 
of credit, offered at much wfter terms 

Mdrketlng efforts to st~muldte demand for the credlt were concentrdted ldrgely on one segment 
of the intended target beneficlanes, the largeclt rnput suppliers dnd thelr dtstnbutors Only 
ltm~ted efforts were dlrected at mformlng other target beneficlary groups, ~ncludlng SMEs 
lnvolved m Teed mulbpllcabon and cereals marketmg and processmg, of the avdlldblllty of the 
credit 

Yet, there WA\ d clear need and demdnd for creht for certdln ceredIs-reldted acttvltres dnd for 
VdriouT other types of agricultural and agribusmes'i operatlon'i 

In the project design, the defituhon of the tasks to be undertdcen by the statisttcal expert lacked 
focus The intormdtlon objectfves, pr~or~ttes, dnd mechmsms for dlssemlndtlon of rtatiWcd1 
ddtd to the prrvate sector were vdgue These mues were not clmfied rn the development of the 
workplan I 

The rtdtlsttcs component wds never properly Integrated Into the project, dnd I 1 nkdges were not 
identtfied between the pldnned statrrtlcdl actrvtt~e~ and the project goal dnd purpose 



No substmt~dl technicdl aul\tdnce wds ever provided due to deldys m peisonnel \election dnd 
the conflict withla the prolect unit, wh~ch led to the depdrture of the stat~stical expert 

1 

The sampling methodology bemg used dt the hme of the evaluation tor producing nat~onal 
dg~cultur~l ddtd wd3 mccurate Due to the lack of resources, and the absence of a nat~ondl 
level stdfl\tic$ p011cy to guide wrvey design, the sdmpling design technque uscd villdge 
populdtion ds d proxy for dgri~ulturdl dctivity 

GOS' priorities had changed from the tlme the project wds designed to the time ~t wd\ 
implemented   he pnonties of the StdtIstIcs Division of MDR hsd evolved, dnd it was uncle~s 
~f the unlt would dddress the precise ddtd dnd dndlysir needs of the pnvdtIzdbon effort\ 

The project deslgn objechves and tdrgets were vdgue dnd exces\ively broad They were hut d 

shopping list of posslhrhhes withouk direcbon or strategy The ldck of coordindt~on of the medid 
cdmpdlgn, dnd of qudntltdtwe or qual~tdt~ve guirlehnes, resulted In the loss of d coherent mevdge 
on GO$' NAP pnvatlzdhon progrm and on the project 

The TA funds dllocdted to complete bdsehne communicdtions strdtegy md deslgn survey\ were 
not util~zed 

"To sdve trine", USAID bypd\\ed full dnd open competition dnd contidcted w ~ t h  Sene 
Coinmunicdt~ons, d 10cdl firm The ti1 In wds dn Independent, sole plopnetonhlp, w h ~ h  hdtl 
neither the stitif, the professlondl mdrketmg bdckground, dgr~cultural expertlse/tield experience, 
nor the resources, to pertorrn the contrdcted tdsks Its performance in pdst USAlD projects hdd 
not been evdludted The contractmg process caused content~on dnd wsplcron on the part of GOS 
counterputs 

1 he USAID contrdct wrth Sene Cornmun~cdtlons estdblished no qudrty control method to ds,ess 
the qudllty ot mdteridh produced 

It  wdj impo\vble for the evdludtion tedm to ver~fy the exdct number of dudlo recordings 
~)re$ented due to the ldck of coherent, rdent~tldble, project deugn tdrget number\ dnd the 
confuwn concernrng the mdterldk dctudly produced It dppedred thdt, out of the 93 
progrdmmed rddi0 b~oddcdsts ~ontrdcted for, 52 were produced Nu trdnwripts, no t~metdble 
or mfor~ndtloii dbout the~r tranmiwon wete dva~lable 

A video wd\ produced, but no copies wele dvdildble 

Nine percent (500 out of 5,500) ot the mdnudls were produced The\e mdnudls were ~ntended 
for ~lllterdte farmen Given the modern, generic, gnphlc \ymbols uthzed, it wm doubtful thdt 
the viwdl mesjdgey could be understood by the target audience 



The posters p~oduced had dl$colddnt graphw and text Colors and graphic appedl were 
mppropndte Concepts dnd symbols were not clear The mformdtlon wds too generdl and 
vdgue 

8 Conclusions 

d The project gods were overly amh~tlous dnd unredlstlc 

b The lnvdhd de\lgn d(irumpt.mm resulted Idrgely from muff icient pre-devgn dnd clevgn 
dndly\t$, whlch resulted from dn effort to dccelerdte the des~gn and dpprovd proces\ 

c DeyWe the ~nddequdcy of the pre-deslgn andlym, theie st111 were ugnlficdnt dnd 
relevdnt flndinp whch were contrdd~cted or rgnored rn the PP dnd sub\equent project 
documentdtm 

d The des~gn rdtiondle of dttemptmg to lntegrdte the project'$ d~verje dnd muftiple 
objectwe$, dnd 1t.q V ~ I O U S  d~screte compnenb, into d mgle ptolect could not be wfficrently 
ju\t~tied ~onceptudlly, dnd wdg d major cduse of the wbsequent mdndgelnent problem whlch 
developed 

e The hkdges between the d e q p  dnd the \peclfic oblectives of the prolect's ~nhvidudl 
~omponentc, dnd the dttdrnment ot the project's fundalnentdl god1 of Incremng national wedl 
product~on, were not ciuficiently justified 

f The deslgn ratmule of targetmg the assatance to a mgle commod~ty group wd+ 

mappropr~dte for several of the pro@ act~v~heq, espec~ally datd collection and credlt dellvery 
The cornrnodlty focus drd not match the structure of GOS data collechon actlvlttes The cereals 
focus in credit dellvery was unnecessarily cumbersome to admlnlster, dnd it was impowble to 
dssure that the credit end-wers would reselct the use of m y  Items findnced to cereals only 

g The project designen dnd project ~mplementors gave ~nsuffrcient attention to 
$upporting GOS' effort? to develop and impIement d coherent, ~ o n ~ r e t e  strdtegy for dgrl~ulturdl 
dnd dgro~ndustridl prtvdtlzdtlon 

, 

h The ere& delivery rnechdnism was an mpproprldte veh~cle for extending credit to 
rnmt ot the Intended hrget henetkclme?, pxhcularly ?mall- and medium-scale agl ~ b u m e s ~  firm\ 
and jeed multlplrcdtion operdtiom 

J Becauqe of the hrgh m k  ~nvolved, any credit dellvery mechmsm desgned to lend to 
dgnbumess firms, especially SME?, requtrec; an intere~t spread considerdbly higher than the 5-7 
percent envisioned in the project design 1 

J The credit needs whlch extst In the ceredlq-reldted dgrtculturdl and dgnbuslne5s 
wbsector~ cdnnat be met through exlstclng supplier cred~t systems 



k The intensification of ceredl production m Senegal's rainfed areas depends not on the 
pnvdtlzdhon of seed multipllcdtlon a d  ~nput supply, but on severdl other e\sentldl factors wh~ch 
were ldckrng In the ljroject improved ceredl seed vdrieQes showmg mcredsed production potentldl 
wlthout the use of other costly ~nputs, del~very systems whlch cdn dlstr~bute these valebe\ to 
lsoldted rdlnfed areds, effective extension and demonstration support, access to efficient 
processmg technologies, access to findncmg to purchase adequate equipment 

1 Given the Incredmg mlsglvmgs w~thm USAIDISenegd dbout the v~dbillty o t  the 
project dnd the effectiveness of project mdndgernent, USAID should have cdlled for dn evdluatlon 
of the project dt a much earher ddte 

Upon revlew ot the evdludbon report, USAID dec~ded to terrnlndte the project 

PROJECT ACCOMPLISHMEN1 S 

Fumers taught the proper culturdl prdchces, based on the use of thelr own Idbor hcredsed 
pdrtlcipdtwn of prlvdte seed producers Certified seed, produced 

The 1989 medid cdmpdlgn d~compl~\hed the following 52 rddlo broddcdsts of 30 minutes 
durdtlon In SIX ndtlondl Idngudge\, 36 vllldge dnd Chdmber of Commerce meetings dttended by 
1,214 f-amers dnd 350 trdders, 500 copes edch of two different posters produced, 5W technlcdl 
mdnudls dnd 1,500 brochure\ pilnted, one 20 inmute 16mm t i h  produced 

LESSONS LEARNED 

Preswre to dccelerdte project des~gn dnd dpprovdl processe3, wlthout thoroughly remu-chmg dnd 
verifymg the crltlcdl underlying dwmptlons of proposed projectq, should he reslrted 

I he linkdges between p r o p t  gods dnd oblect~ve\ dnd the dctwbes deslgned to clch~eve them 
need vent~cdtlon durlng the devgn sQge Any mechdnisms necesstlry to dchieve these 11nkdgej 
need to be specified dt the d e q p  stdge 

Durmg project deslgn, clear line\ of authority dnd respons~b~l~ty must he estdbllshed between any 
pdrtlcipdtmg inst~tutlons dnd ~ndiv~duals Project implementation should not be entirely 
dependent on the dntlclpdted colldbordtlon of numerous ddferent organlzdbons and mdlvidudls 

The formuldt~on of effective prlvdtlzdtion policy dnd projects depends on a thorough 
understdndlng of the operat~on\, constramts, preferences, dnd needs of the prlvdte sector 
organlzdtums w h ~ c h  die expe~ted to a w m e  the roles forme~ly performed by public 
orgdnlzdtlons 

Pr~vdt~zdtlon per se I \  not d pdndced for pub11c sector problems Other condltlon5 dndfor fdctors 



dre neces$dry for the suLcess of prlvdttzatton efforts, such ds the a~dlhblllty of d qudl~ty produ~t, 
dn effective demand for thl\ product, dn mfrdstructure dnd a deltvery system to perm~t the 
distr~button of the product, acces8 to 'mdnctal resources and technical support, etc 

If prlvdte $ector f i rm  are to acbvely cofldbordte In USAID prolects, they must he provlded 
dttrxttve mcentive\ for the~r part~cipdtron, clear but not overly restrictive gu~del~nes, dnd timely 
feedbdck Reporting requirements and meetlngs \hould be mlnlm~zed 

Asststmce hrgeted dt d ndrrowly defined goal lr l~kely to be dn tnefflcient mechdn~rm to dchieve 
thdt godl tf the dwsted ~ndlvlduds or tnstituhons perform d varlety of tasks not dlrectly related 
to the clpeciflc god Such targeting may ~mpose artdk~al dnd counterproducttve constramts on 
the reaplent\' dctlvrties The asxtance may be used for unmtended purposes 

The ho\t country contractmg mechmsrn I(; more cumbersome to ddmlnlster than alterndttve 
mechmsms, dnd is pdrttculdrly rnappropr~ate for complex project5 tnvolvlng numerous hort 
Country government ~nstltutlons 



55 

PROJECT SUMMARY 

IRRIGATION AND WA I'ER MANAGEMENT I 685-0280 
Project Durdtlon FY 85 - FY 91 
Totdl Cojt of Prolect $6 0 millmn 

Source USAID/Senegdl Progrdm Overview, July 1988 and Mdrch 1990 
Mdterrn Evdludtm Report, The Prdgmd Corp , July 1990 
USA1 D/Seflegdl Project Assistance Coinplet~on Report, December 199 1 

PROJECT DESCRlPTiON 

Th15 wds d follow-on project to the Bake1 Smdl Irr~gdted Perimeters Project, BSIP (685-8208), 
which provlded technlcdl dwstmce mi commodibe\, 3nd funded 1,250 hectdres of irrigdted 
perilneten In 2'3 villdge\ (qee Project Summary for thdt poject) 

The purpose of the project wds to improve anti expand villdge-level irngdted tdrming In the 
Bdkel dred, dnd to encaurdge privdte sector pdrtrupdtmn thdt could be replicdted throughout the 
Senegdl River Bdsln The tdrget gioups w a e  small tdim households and entiepreneu~ s who 
provided rural services dnd dgriculturdl inputs 

The project, dong with other donor progrdms, supported the oveidll GOS New Agrlculturdl 
Policy (NAP) of 1984, whch reduced the role of the pdrastdtd Soc16t6 d7Am~ndgement et 
d'Exploitdbon de\ Tenes du Deltd et des Vall6es du Fleuve Senegal et de Id Fdleme (SAED) in 
the con5truct1on dnd operation of irrlgdted penmeters SAED wds to retan its function5 In 
pldnnrng, mon~tonng dnd extensron, but under this project, it wds to begn brdnsfernng ~h 
responsrbil~tles over to fdrmer groups, dnd contrdcbng out to prlvdte sector enterprise5 10 
promote the dccelerdted development ot villdge-scdle lrrlgdted penmeters, the project would work 
with farmer groups to desrgn and construct d prototype med~um-scale perlmeter which could be 
brought into full operdtion by prrvdte and cominercrdl mvestment' 

The project would strengthen SAED's cdpaclty to cany out technoloby evdludtion dnd pldnn~ng, 
dnd would provlde trdlning to fdrmerj in the (>perdtlon and maintendnce of irrigdted perimeter5 
The vllldge per~meter hdd d proven trdck record dnd could be rdp~dly expdnded with d modest 
rnvestment It wds necessdry, however, to develop medium-scdle, vidble mgdhon models which 

The USAID/Senegal Program Overviews of July 1988 dnd Mach 1990 contiun errors ln 
the project descnptwn the former stated thdt the project would provide tmning to famers in 
the des~gn dnd construclon of 1rngdt.m penmeters, the ldtter stdted thdt the project would 
provide trarning to fdrrners m the piannrng of small rrngatm permetel\ 



had the potentidl to dttrdct pi-lvate inve5tment for the development of idrrnrng systems dlong the 
Senegal Rlver 

The prolect would prov~de awstance to resolve key questions of system design, ldnd tenure nnd 
dpproprldte Ine~hdfliZdtlOn for medlutn-xdle mgdted permeters 

1 MPLEMENTATION EXPERIENCE 

The recommendatmns mdde by the 1982 and 1985 evaludtlon~ of the BSIP Prolect encourdged 
USAID to proceed wlth its pldns for an mnovdtlve approdch to trrlgated fdrmlng ~n the Bdktl 
dred These evdludtlons had concluded that the potentldl for prlvdte sector support to profitdble 
imgated fxmmg in Bake1 wa5 encouraging They emphas~zed that Bdkel was sultable for 
cont~nued Irrrgdtlon development 

1 Project design dnd lmplementation issue9 

An Independent design cipecldllst way contracted to finallze the Prolect Ydper (PP) Nerther dn 

economist nor dn ~rrtgdtron engmeer were mvolved in the destgn phdse, dnd the Mission dld not 
require from the deslgn spec~al~st that he verrTy available ddtd Mmt of the ddta that he used 
concerning production idtes, water costs, dnd the potentlal tor pnvdte sector interventions came 
from reports ~ssued under the BSIP project 

The project wds zmplemented m two phases (d) an interim ~mplementdtion phase horn Janudry 
1986 to February 1988, w~th  technical awstance provided by personal (;ervlces contractor(; 
prev~ou~ly worklng under the BSIP Project, and (b) d follow-on phd\e from Mach 1988 to 
September 1990, with a five-penon TA team and ~hort-term consultants provrded by H m a  
Engineering under a H o ~ t  Country contract with SAED 

It took more thdn two years to slgn the long-term TA contract (RFP ~ssued In Jdnuary 1986, 
contrdct signed in Apr~l 1988) The deldy was due to difficultte\ In dttrdcting qudllfied 
tcchntc~dns to the vety remote dnd unlnvlttng Bdkel reglon, scdrc~ty of competent French 
spedkrng lrrigdtion specldllsts, undcceptdble findncldl proposdls, protrdcted negotldtions between 
SAED dnd Harzd, dnd dlfficult~es m mcorporatmg GOS and USAID legdl requirements In the 
Host Country contrdct 

I he Chief of Pdrty (COP)/Derlgn Engmeer and d locdl-hire Irrigdtron Operdt~ons Engmeer were 
dlsrnzwxl wrthm six months of st~rtlng work The COP was repldced immed~dtely, the 
repldcement engmeer (d recent Unrverslty grddudte) dIT1ved six month3 ldter Durlng thelr 
iespectlve dss~gnmenh, ne~ther one wds dctlve tn field operdtlons, spendlng most of their tlme 
rn the office As d result, field operdtions, irrrgation systems maintendrace dnd technology 
trnnsters were glven low prtority The Agronomnt was successful In revltallzrng the SAED 
demon3trdtlon fdrm The other two TA members (Rurdl Development Specldllst dnd 
Administrdtor) hadly provlded any s~gn~ficant tramng to SAED staff or to the fdrmel5 The 



TA team spent dn inordindte dmount of time on contract ddmlni\tldtlOn, yet, most of the 
ddmlni\trdtive work wds poorly done dndlor lnddequdte 

1 

The short-term consultants were, for the most part, more successful They produced d socio- 
economic momtoring system and 3 serles of studies and reports These qtudies provided 
wbqtdntidl data on lrrigatlon wdter-related diseases, cooperative operattom, credlt, marketing, 
dgncultural production prdctlces In the project area, potenha1 for locdl pnvate \ector involvement 
in irrigdted dgricu~ture, commercidl protitdbility ot 1ITlgdted dgri~ulturdl system 

The findings from the\e studies were very vdludble tor the 1990 project evdludtion, dnd helped 
USAID redch the decrs~on to termlndte the prolect, e\pecldlly Phdw 1 of the tedsihrlrty study of 
rned~um-xdle irrigdt~on perimeters, which concluded thdt medium-scdle I ~ I  lgatm \ystem\ we1 e 
not cominercidlly profitdble under the econoinic dnd cliindtlc ~onditrons prevdiling in the study 
dl ed 

SAED'r mdndgeinent cdpdbility proved dlso to be ineffective Bdkel IS the most remote dred 
where SAED operates Owing to its ldck of dmenltles, severe cl~mdtic conditmns and isoldtion, 
rt wds cons~dered d hdrdsh~p post SAED's Bake1 Delegaoon wds d low prrority branch, \tdffed 
with junlor and mid-level, poorly motwated, pelsonnel (only after repedted USAID requesLs wds 
d competent Delegdtlon Englneer dsslgned to Bake1 m late 1989) 

As d iesult, the project-funded con(;truction piogrdm wds not effectively mdndged, either 
administrdtively or technicdlly SAED wds undble to develop d sbategy to encoui dge pr~vdte 
sector partlclpatron In i~rlgated perlmeter deslgn and construction, and In the proviwn of 
agrieulturdl qervices SAED poorly mdndged the Hdrzd ~ontrdct, and its penirtent tindncidl 
problems seriously constrmed SAED operdtmns in the Bake1 area 

2 Pro~ect evdludtion 

1 he 1990 mid-term evdludtlon report confirmed that Bdkel was d bdd choice for proving 
replicdbllity of the village lrrigdted penmeten (PIVI) Wedther 1s inclement dnd rdmfdll 
reldtively hedvy in the Fdleme zone Pumplng c o ~ t s  die high becdule the dope of the 
embankments in the uptredm reglon 1s steep, Incredsmg the hydrdullc hedd d~fferentldl The 
scdrcity of cldy soils dnd flood recesion ldnd militdtes dgdlnst rlce cultivdtlon (very little i ice 
15 grown there) Bakel's distmt locdtion from mdrket centen dnd ~ t s  generdl mdrgindlity dre dlso 
negdtive tactors 

The evaludtlon tedm found thdt PP dwmpbons were extrapoldt~ons b~sed  on unsupported ddta 
Clop y~eld\ for the PIV\ were estlmdted to redch world recold\ and co\b ot ~r r~gdt~on were 
grossly underestlmdted The\e erroneous d\wmphons led to financial and economlc rate\ of 
return expected to exceed 15 percent 

The findnclal rate of return cdlculdted for PlVs under vmous crop mlxes proved negat~ve Thus, 
the PIV\ were not replicdble (the evdludtion report commented that not a mgle PIV constructed 



In the Bdkel dred slnce 1977 hdd been tindncldlly wcces5ful) 

An Incr ed\c In clop ~ntensttylhectare dld not occur The PP underestimdted the tdrinet \' lndm 
godl o t  dchlevlng wbus tence  p rodu~ t ion ,  wlth only d seconddry interest in com~nerclal 
production from d few groups There wds mmmal multiplier e f f e ~ t  on employment, and no 
evrdence of d reversdl m the long-term outmlgratm trend ~hardctel lrtlc ot the Bdkel populdtlon, 
one of the pnmdry gods  of the origindl project 

Although the PIVI were nelther vidbk no1 rephcdble for the crop mxes  thdt were t~ led ,  onlon 
wds found to be d promising crop Crop diverc;ificatmn mostly pertdined to dry-sedson, lrrlgdted 
vegetdhle~ and fruit\ Lack of mdrketing outlet remdlned d constidlnt and d ~ m c e n t ~ v e  to 
lrrigdted crop ~ntenc;~ticdt~on 

I1lV de5lgns were generally dcceptdble, but constructm for the most p u t  wds unsdtlsfdctory, due 
to poor supervluon by SAED stdH dnd poor selection of site5 Becduw ol poor con$tructlon, 
over 500 hectdres hdd been dbdndoned by fdrmers, dnd the remdlning were f amed  dt a very low 
cropping mtenuty 

SAED's drsengdgement from dl1 cervlces except tor extension dnd hdlnlng credted d void 
Atttmpt3 to f11l ~t thlough prlvatlzation were deldyed in the dbwnce of dn ddequdte reorientdtion 
of farmer groups 

rhere wds meffective commun~cdt~on between SAED, Harzd and USAID Ldck of d clear lme 
of author~ty cduc;ed untat~sfdctory workmg relationshipc; between SAEDIBdkel and the TA twin 

The TA tedm fdlled to dccomphsh d signlficdnt number of required output3 Hdrzd'r mtegrdt~on 
w ~ t h  SAED wds p o o ~  dnd re~ulted In duphcdtlon dnd divergence of dctlvrt~es un\dt~sfdctory to 
both pdrtles 

In Bdkel, the cdpdclty of, dnd demdnd for, pnvdte sector supply of dgr~culturdl servlces were 
ldcktng 

SAED7\ dpprovnl tor farmer gtoupc; to qudlify tor c red~t  wds not bdsed o n  ~nvestment v ~ a b ~ l ~ t y ,  
but idthe1 on pdyment of debt to SAED Nonpdyment could be trdced to unplohtdble lrrlgdted 
crop productJon, which wds due In part to poor PIV conltructlon by SAbD 

I he h ~ s t o r ~ c  notlon o t  PIVs g a r e d  towdrds wbsi~tence product~on dnd equltdble drstrlbution of 
benefits wds In confllct w ~ t h  the prolect's emphasis on profitability dnd economlc vidbility 

The observation tour organlzed m October 1989 for nine Bake1 b m e r  s dnd vllldge ledders to 
~rrig&lon schemes dong  the N ~ g e r  River In Nlger wds mapproprldte to the, PIV experience 

Bovlne trdctlon dppedred to hdve potentd In the reglon There wds well-developed rndrkel In 
wh~ch these dnimdls could be purchdsed dnd sold Yet, only d few dnlmdls hdd been trdlned dt 



the tlme of the evdludtlon 

Bdsed on the recoiriinenddt~ons 01 the Mcly-June 19966 evdludtlon, USAID dnd GUS declcletl to 
terrnmdte the project, effectwe Mdrch 31, 1991 

PROJEC F ACCOMPLISHMENTS 

From 1986 to 1988 the project funded, under d F~xed Amount Re~rnbursement ( F A R )  
dmngement, the construction of 239 hectaes of new lrr~gdtion perimeten (800 hectares were 
pldnned) dnd the ~ehdbil~tdtion of 50 hectares (400 hectdes were pldnned) SAED, with nts own 
funds, constructed over 500 hectdres of new 5y~tems between 1986 dnd 1998 

The project dl70 tundecl the procurement and m\tdlldtlon of 18 pumps 

A 14-hectare demomtrdt~on fdrin, whlch hdd ceclsed it5 dct~v~ties in 1986-1987 due to SAED's 
ldck of tunds, was ledctlvdted by the TA tedm, which des~gned dnd put m pldce dn excellent 
demonstrdtion progrdm 

A strelo-economlc mon~toling sydetn wds put In pldce In Bdkel It ptoduced d baselme survey 
of 50 fdlm fdmilies, dn dndlyticdl model for urlgdted dg~culture dnd dn dndlyvr of socio- 
economic ddtd for the 1989-80 r m y  sedson Based on thn system, SAED begdn d ddtd bmk 

A sei ies of studies we1 e completed, whlch p~ov~ded suhstmtldl ddtd on 11 I ~gdtlon wd1e1-1eldkd 
dtsed\es cooperdt~ve operdtions, cred~t, mdrketmg, dgr~cullurdl production prdctlces In the 
prolect dred, potentid tor locdl pr ivdte sector ~nvolvernent tn Irr  gated dgricultu~e, corninel L I ~  

pi otitdhlky of ill lgdted dgrlcultui dl systems 

In-country trdinlng (d) v~vts  of. the demonstrdtion fdrm trtals were orgdn~zed for I6 fdrrners dnd 
37 fdl me1 group leder s, (b) t~dlnlng wds prov~ded to 9 f d ~  men in pump opeldtion, to 30 wdte~ 
controllers In wdter rndnagement techn~ques, to 30 vdldge technlcms in productwn mdndgernent 
prdLti~e5, to 27 bookkeepers ~n pro~urement md stock control, dnd to 27 oxen hdndleri dnd 27 
pdirs of. oxen in bovine trdction 

An ohservdtion tour wds orgdnized by USAID in Jdnudry-Februdry 199 I tor eight B&el tdr inel 
to v~i i t  suitdble lrngdtlon systems III N~ger 

The prolect funded the constructwn of dn e~ght-room office building dt the SAED BdkeI Bdse, 
dnd the renovdtlon ot SIX houses tor the TA tedln 

LESSONS LEARNED 

Ldrge-scdle implementdtion should be preceded by pllot project$ to verify whethen expectdbons 



ale lu\titied In this project, the benefit of hlndught was not needed to d q u t e  unredllst~c goals - 
pilot testing would hdve sufficed 

Pdddy net& thret time\ more wdter thdn mo\t crops to produce (i good yreld Pumprng wdter 
dlwdys expenwe dnd not usudlly recommended for nce production S~mlldr future project\ 

should be dlwwdged 

Good communlcdtlon dmong dl1 pnrtre\ In a project esjent~dl Ldck of communlcdtlon between 
USAID, SAED dnd the TA team wds rn large pu t  respon\ible f o ~  the d~$\lpdtlon of funds 
wlthout dny tdnglble r e w h  

A C I L ~ ~  llnc ot nuthorrty cintl rtspons~b~l~bes should be spectfied In ,111 conhdct5 Adeyudtt. 
delmedtron of reymns~bll~t~t\  between the TA team dnd rts counter pdrt temi wd\ not torthcomrng 
In th15 prolect, l e d ~ n g  to c o n k t  over duthonty between SAED'3 repre~entdtlve dnd tht TA 
tedrri leddtr 

It 1, extremely difficult to moblhze nn effectwe TA tedm to work In remote project 91tej A 
thorough dndlyw of potentid constt m t \  should be done prlor to lnlt~dtrng development progl dm\ 
in such dred\ 

The expertlw, qudlrficdt~on\ dnd expenence of expatrldtes should be cdrefully evdludted for 
relevdn~e to the woik that need\ to be done, both lnltldlly dnd then perlodlcdlly durmg then 
term 

I he Host Country lmplementlng agency'\ contrdctrng cdpdbdltle, need to be d35esjed durrng 
polect d e q y  Thrs w ~ l l  help determine the best contracting mode a l l y  on dnd prevent 
unnecewry deldys In project ~mplementdtlon 

Durlng the de~lgn phdse ot d project, USAlD should thoroughly lnve~tigdte the prlor~tw of the 
Hojt Country dnd ~ t s  cdpablhty to implement the planned dctlvlty 


